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PREFACE

This book is written from an insider’s perspective. It is based significantly on my
thirty-four years experience with the United States Postal Service. | felt compelled
to write the book for two important reasons: First, the postal culture, beginning in
1997, progressively worsened. Second, the last postal district | worked at became a
toxic workplace for many of its employees during the last year of my employment as
an internal consultant.

In good conscience, | could not turn a blind eye to postal management’s blatant
display of arrogance at the highest level of the organization. | couldn’t ignore the
lack of accountability for unethical organizational practices and behaviors and not
bring it to the attention of the American public, the press, and, most importantly, to
Congress. In chapter ten, | argue that it is a moral obligation for public and private
organizations to create healthy organizations. It is no less a moral obligation for pub-
lic policy makers to create the tone and the legislative requirements to ensure that
healthy organizations become the norm in this country.

In writing this book, it became my mission to comprehensively investigate these con-
cerns and lack of accountability in the context of workplace violence in the Postal
Service and its postal culture. As a result of this examination, | provide an answer to
the question: Why has there been so much violence in the Postal Service and
what can be done to prevent it?

Accordingly, as a chief part of my motivation for writing this book, it became neces-
sary to demonstrate how, as a result of this comprehensive investigation, the Postal
Service could shift from an unsafe and unhealthy organization to a safe and healthy
one. It would have served no useful purpose just to explore what was not working
and not offer viable solutions.

In Part 1 of the book | explore the prevalence of workplace violence in the United
States and the Postal Service. In this examination, | discuss twenty-seven incidences
of postal tragedies, from 1983 to 2006.

In Part 2, | review the notion of “going postal”, especially in the context of the
Califano Report. This review is critical because the Califano Report has been a cen-



tral part of the Postal Service’s public relations efforts to frame the notion of going
postal as a myth.

The Califano Report’s importance is revealed by how the national media reacted to
it, especially national magazines and newspapers. If you Google “going postal as a
myth,” for example, there are still archived articles from the national media empha-
sizing the major conclusions and findings of the Califano Report.

In Part 3, from an insider’s perspective, | examine the Postal Service's workplace
violence prevention efforts. The building blocks of the postal culture are detailed
in Part 4. | discuss in detail the impact of this postal culture, from an insider’s
perspective, on postal employees and their families.

Finally, in Part 5 of the book, | provide requirements and recommendations to top
postal management and congressional leaders that, if implemented, will serve to
make the Postal Service a safer and healthier organization for its employees.

The Postal Service is at a crossroad in its history. The private mailing industry has
aligned itself with the Postal Service Board of Governors (BOG) and the Bush admin-
istration to contract core postal operations. Since 2006, these events have heated
up and employees have been caught in the middle.

Besides contracting of city letter positions in cities across the country in 2007, the
Postal Service also submitted a plan to Congress in 2008 to consolidate their net-
work of processing centers and to contract out mail processing and transportation
services. In 2008, the Postal Regulatory Commission (PRC) contracted with a private
vendor to conduct a comprehensive study on the Postal Service’s “Universal Service
Obligation.”

If the universal service requirement can be relaxed by congressional legislation,
or the USPS is allowed to contract postal core services, this means huge profits for
many of these contractors involved in the mailing industry. It would mean the “Wal-
Martinizing” of future employees who will transport, process, and deliver public and
private mailings. No major action is likely on these issues until after the new Con-
gress is sworn in on January 21, 2009.

In addition to well-orchestrated efforts to contract delivery, mail processing, and
transportation services, there have been efforts to expand contracting for retail ser-
vices. A prime example of these efforts is the Postal Service agreement in 2008, to

the dismay of postal unions, with retail chain stores named “Goin Postal,” an agree-
ment that gives the “Goin Postal” chain, with three hundred stores nationwide, the
benefits of being part of the USPS “Approved Shipper” program. It is very telling and
interesting that the Postal Service would enter an agreement with a company bear-
ing this name. For the last fifteen years, they have engaged in an arduous publicity
campaign to combat the assignment of this stereotype to postal employees.

The uncertainty and anxiety of postal employees is probably higher than anytime
in recent history. Like other companies, the Postal Service is struggling under the
impact of a national recession. Mail volume has declined while delivery points have
increased. Besides the contracting efforts previously mentioned, early-out opportu-
nities, with penalties, have been offered to all employees. In light of a 7.9 billion dol-
lar deficit for the last two years, the Postal Service is reviewing its option of lay-offs
for the first time in its history and all positions have been “frozen.” Furthermore, the
Postal Service requested that the management associations consider agreeing to
have their salaries frozen.

When turmoil, anxiety, and anger are at high levels, there is an increased potential for
workplace violence. How the Postal Service reacts to the numerous changes that are
transpiring, both externally and internally, is critically important. Besides attention to
the “bottom line,” the organization needs to pay careful attention to the well-being
of its employees by creating a “participative culture” with its unions, management
organizations, and its employees.

In writing this book, multiple audiences were considered, including: 1) rank and file
postal employees and their family members, 2) postal management and union of-
ficials, 3) human resources professionals, 4) arbitrators and administrative judges, 5)
professionals in the field of workplace violence, organizational development, orga-
nizational psychology, business management, and occupational health psychology,
and 6) members of Congress and their staff.

It is important to note as background information: The United States mailing indus-
try is a 900 billion dollar enterprise, employing about three million employees. The
Postal Service is the third largest employer in the country, behind Wal-Mart and the
Department of Defense. It employs approximately seven hundred thousand em-
ployees and has a vast network of over four hundred mail processing plants and
thirty-seven thousand post offices. The Postal Service had a 5.1 billion dollar debt in
fiscal year 2007 and a 2.8 billion dollar deficit in fiscal year 2008.
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CHAPTER ONE

Introduction:
What is Workplace Violence?

Despite the attention and focus on this important topic over the last forty years,
scholars and practitioners in the field have reached no real consensus in defining
workplace violence. In this chapter, | attempt to answer the question: What is work-
place violence? Two broad categories of workplace violence are psychological ag-
gression and physical aggression. Based on the review of these two categories of
workplace violence, | provide a comprehensive definition of workplace violence.

Understanding and Defining Workplace Violence

To define workplace violence, the first requirement is to arrive at an understanding
of the nature of violence itself. The American Heritage Dictionary defines violence'
as a) physical force exerted for the purpose of violating, damaging, or abusing, and
(b) abusive or unjust use of power. There are several other definitions provided, but
these two definitions provide a deeper understanding of the two key components
of violence, physical and psychological.

In focus groups, the term “workplace violence” was tested for one particular study.?
Focus group participants were reported to quickly reach consensus that workplace
violence included both physical and psychological harm. The groups concluded
both physical and psychological violence were equally implicated in psychosomatic
illnesses. Experts in the field of workplace violence® generally agree that violence in
the workplace is an act of aggression and these acts of violence can be expressed
either in the form of psychological aggression or physical aggression.
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For these reasons, | explore the two forms of workplace violence below in the con-
text of how each form manifests itself in the workplace. After this review, | provide a
comprehensive definition of workplace violence.

Psychological Aggression in the Workplace

Cruelty can be both contagious and aimless, and the worker knows
that if people can be cruel to each other, some day he himself
might become the victim of cruelty. As a result of harassment, then,
an atmosphere is created in which trust is minimal and fear is in-

creased...*

By far most workplace aggression is verbal and of a non-physical nature. In the past
forty years, labels or terms to identify psychological aggression in the workplace
have surfaced in both academic and popular literature; the most common terms
identified include harassment, mobbing, bullying, and emotional abuse. Each of
these terms is briefly discussed, including a very brief account of origin, definition,
and a real life example.

Harassment

In 1976, Carroll M. Brodsky’s seminal book titled The Harassed Worker was published.
Dr. Brodsky was the first author and medical doctor to comprehensively address
workplace violence in terms of psychological aggression and its impact. She de-
scribed in detail how the harassment of employees in the workplace impacts their
mental and physical health, including costs to employers. Dr. Brodsky defined harass-
ment as “repeated and persistent attempts by one person to torment, wear down,
frustrate, or get a reaction from another.” It is important to note, she did not limit
harassment to psychological aggression.

In the following, an actual example of harassment in the workplace, reported to me
in my capacity as an internal consultant with the Postal Service, is presented.
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Real Life Example of Harassment

Wayne is a letter carrier at an office with about eighty employees. For the past sev-
eral weeks, his supervisor has been focusing more and more on his office perfor-
mance. Wayne is about six feet six inches, while his supervisor is about five feet nine
inches tall. In the last two days, the supervisor began monitoring nearly every move
the carrier made in the office for two or more hours. He was forbidden to talk to his
peers while working in the office. The employee was verbally criticized and belittled
in front of his peers. He was so demoralized and demeaned that he broke down and
cried in the workplace and went home sick. When he returned to work the next day,
the supervisor began where he left off from the previous day. Again, the employee
broke down crying in the workplace. The employee later sought help through the
Employee Assistance Program (EAP), and the union called me to report the situation.

Mobbing

In Scandinavian countries, “mobbing” became the term principally used by scholars
studying the impact and effects of psychological aggression in the workplace. Their
focus on the extent and impact of psychological aggression in the workplace paved
the way for national workplace environment legislation in Sweden, Finland, and
Norway in the late 1980s and into the 1990s. Heinz Leyman,® a chief researcher in
Scandinavia on the topic of mobbing during this time period, defined mobbing as:
“Psychological terror ... in working life that involves hostile and unethical commu-
nications, which is directed in a systematic way by one or a few individuals mainly
towards one individual . .."”

Leyman claimed he deliberately chose the term mobbing over the term bullying be-
cause the word bullying used by the English, Australians, and Americans conveyed
physical aggression and threat.

An actual example of mobbing in the workplace, reported to me as an internal con-
sultant with the Postal Service, is provided below.

3
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Real Life Example of Mobbing

John is a manager at a large postal facility with over one hundred fifty employees
under his command. For the past several months, John had reportedly received de-
meaning e-mail messages and phone calls about his performance. He had been re-
portedly yelled at and his decision-making latitude was taken over by his manager.
Even John's supervisors claimed that they were yelled at in front of their employees
on the workroom floor. John received demeaning e-mail messages and discipline
from his supervisor’s boss. He was being “mobbed” by two employees who had posi-
tion power over him. During this timeframe, he was in a car accident while on duty.
Later he became very sick and was on sick leave for several weeks with an immune
deficiency disorder, manifesting itself in high temperatures and intestinal problems.
Arguably, there was a causal link between the mobbing of John and these afore-
mentioned events.

Bullying

In the 1990s, after debating the relevance of Leyman’s argument for the use of the
term mobbing, most international researchers in Europe and Australia favored the
use of the term bullying to convey psychological aggression. The attributes of bul-
lying, as generally accepted by these researchers,® include a) repeated actions and
practices that are directed against one or more workers, b) are unwanted by the
victims, ¢) may be carried out deliberately or unconsciously, d) cause humiliation,
offense, and distress, and e) may interfere with job performance and/or cause un-
pleasant working conditions. Similar to the terms harassment and mobbing, the no-
tion of bullying emphasizes psychological aggressive acts toward employees in the
workplace.

In the following, an actual example of bullying in the workplace, reported to me as
an internal consultant with the Postal Service, is presented.
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Real Life Example of Bullying

Sandra is a manager at an office with about fifty employees. At a staff meeting, she
spoke out against a policy that did not take into account the necessary resources
to get the job done. After the meeting concluded, a higher level manager met with
her privately and chided her for speaking her opinion. This superior then report-
edly suggested to Sandra that she got her job because she was an attractive female.
This particular superior reportedly later suggested to Sandra’s immediate boss that
he had selected her because she was an attractive female. Almost immediately af-
ter these events, Sandra had at least four outside teams audit her operations. These
events created a great deal of fear and stress for Sandra regarding her job security.
She began to suffer migraines, stomach problems, and sleep disturbances.

Emotional Abuse

The term emotional abuse in the workplace is primarily associated with the American
researcher Loraeigh Keashly.® In the 1990s, Keashly claimed she favored the use of
the term emotional abuse because she wanted to clearly distinguish it from physical
abuse in the workplace. The word “abuse” itself is striking in its connotative mean-
ing, implying a severity of mistreatment. Keashly' wanted to rigorously measure the
defining features of emotional abuse, which she delineated as: a) verbal and non-
verbal (excluding physical contact), b) repetitive or patterned, c) unwelcome and
unsolicited by the target, d) violations of a standard of appropriate conduct toward
others, e) harmful or cause psychological or physical injury to the target, f) intended
harm or controllable by the actor, and (g) exploiting position power of the actor over
target. In the context of these dimensions, Keashly and Harvey defined emotional
abuse as “repeated hostile verbal and non-verbal behaviors (excluding physical con-
tact) directed at one or more individuals over a period of time, such that the target’s
sense of self as a competent worker and person is negatively affected.”"

An actual example of emotional abuse in the workplace that was reported to me as
an internal Employee Assistance Program (EAP) representative with the Postal Ser-
vice is provided in the following.

5
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Real Life Example of Emotional Abuse

Fred is a mail handler at a mail processing plant. He was outspoken about policy
and management style concerns. Because of this outspoken behavior, the plant’s
managers and supervisors targeted him and disciplined him based on minor of-
fenses and treated him differently compared to his peers. One manager in the plant
told me in private that Fred was being singled out because management needed
to show the other workers that management was in control, not the employees.
He was continually monitored, criticized, and ridiculed in front of his peers. As a re-
sult of this treatment, Fred had a complete mental breakdown and was hospitalized
with major depression.

Discussion

Harassment, mobbing, bullying, and emotional abuse can be viewed as severe social
stressors because of their potential to engender harmful effects for those who ex-
perience it. The four terms share more commonality than differences and some re-
searchers use the terms interchangeably. The important thing to keep in mind about
each of these four terms is each are thought to form a pattern of behavior in which
one or more individuals had the intention or effect of causing psychological harm
toward another person or persons. In definitions provided by scholars and research-
ersin the field of workplace violence regarding these four terms, the notion of sexual
harassment is considered a separate phenomenon.

In this examination, l intentionally did not review some important and relevant terms
found in the workplace violence literature. For example, the terms “incivility” and
“counterproductive behaviors” have been the focus of a significant number of schol-
arly articles. These two terms were not, however, reviewed in the foregoing because
they do not convey the severity of psychological aggression and its persistence in
terms of frequency of occurrence, variety of abusive behaviors co-occurring, and harm-
ful effects — like harassment, mobbing, bullying, and emotional abuse convey. From
the perspective of this book, incivility and counterproductive behaviors are less im-
portant to what is emphasized in the context of workplace tragedies and toxic work-
place environments.
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This is not to say that incivility and counterproductive behaviors are not important
to the understanding or defining of workplace violence. They are important because
sometimes they are precursors of more severe forms of aggression in the workplace.
Some lower threshold behaviors that may fall under the notions of incivility and
counterproductive behaviors include teasing, offensive joking, pranks, swearing,
and insults. Each of these lower threshold aggressive behaviors could lead to a vio-
lent incident in the workplace, especially when it is not an isolated occurrence.

Two journal articles in the field of workplace violence illustrate the importance
of viewing workplace aggression on a continuum, from low threshold to high
threshold. For example, one article is titled “Workplace bullying: Escalated incivility,'?
suggesting that workplace aggression can be viewed on a continuum. Similarly,
in another article the author stated in the introduction section that “[wjorkplace
bullying is a particularly insidious form of counterproductive behavior,”’* suggesting
that workplace aggression can be viewed on a continuum.

Three major factors related to harassment, mobbing, bullying, and emotional abuse
are a) the severity of aggression on a continuum, b) its persistence or frequency,
and ¢) the variety of abusive behavior co-occurring. The first factor was previously
discussed. The implication of the second factor is that psychologically aggressive
behaviors are directed toward an employee(s) frequently, with a duration of several
months or longer.

The third factor, the variety of abusive behavior co-occurring for each of the four
terms may involve: a) personal insults, b) invading personal territory, c) threats, in-
timidation, verbal and nonverbal, d) sarcastic jokes and teasing used as a delivery
system, e) blistering e-mails, f) status slaps intended to humiliate victims, g) public
shaming or status degradation rituals, h) rude interruptions, i) two-faced attacks, j)
dirty looks, k) treating people as if they were invisible, and I) invading individual’s
personal territory. These types of aggressive acts over time, for many employees, lead
to psychological and physical harm and secondary harm to their families and the
organization itself. These harmful effects are discussed extensively in chapter nine.

The notion of psychological aggression in the workplace is complex, requiring the
examination of many factors to determine level of severity and potential for harm.
The notion of physical aggression is more straightforward, and most people view
this form of aggression as a clear act of workplace violence.
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Physical Aggression in the Workplace

Although some international researchers include physical aggression in their defi-
nition of the terms of harassment, bullying, and mobbing, virtually all in-depth re-
search studies using these terms as measures of workplace violence have focused
solely on psychological aggression. For that reason, in the previous discussion, these
three terms were intentionally placed under the category of psychological aggres-
sion along with emotional abuse, which Loraeigh Keashly clearly distinguished from
physical aggression.

The notion of physical aggression is easier to address and define compared to the
notion of psychological aggression. Physical aggression in the workplace can range
from inappropriate touching to murder. It includes shoving, kicking, pushing, and
the use objects to cause physical harm to another. It also includes deliberate sabo-
tage or destruction of workplace property.

Comprehensive Definition of Workplace Violence

In developing a comprehensive definition of workplace violence, both the psycho-
logical and physical components of workplace aggression are incorporated. Accord-
ingly, a broad and workable definition of workplace violence is offered: Workplace
violence is defined as an incident where one or more individuals has been psychologi-
cally abused or threatened, or physically assaulted (including suicide), or there has been
an incident of deliberate sabotage or destruction of workplace property. Although this
definition includes three areas of focus, this book does not consider incidences of
deliberate sabotage or destruction of workplace property. Consistent with the pur-
pose of this book, its focus is limited to incidences of psychological abuse and physi-
cal assault in the workplace.

Concluding Remarks

Asindicated earlier, “lower levels” of workplace violence cannot afford to be ignored.
If they are ignored, they can lead to a violent incident. The FBI, in one of their publica-
tions,noted:

Mass murders, on the job, by disgruntled employees are media-
intensive events. However, these mass murders, while serious, are
relatively infrequent events. It is the threats, harassment, bullying,

domestic violence, stalking, emotional abuse, intimidation, and
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other forms of behavior and physical violence that, if left unchecked,
may result in more serious violent behavior. These are the behaviors

that supervisors and managers have to deal with every day."

The implicit warning in this statement is that, if left unchecked, psychological ag-
gression can eventually lead to physical violence, including workplace suicides and
homicides. In chapter three and chapter eight the instances in which psychological
aggression was noted as a contributing factor to these types of postal tragedies are
highlighted.

In this introductory chapter, we looked at two components of aggression in the
workplace, psychological and physical aggression. The purpose of the examination
was to provide the reader with an appreciation for the complexity of workplace vio-
lence and a framework to understand it. | provided a comprehensive definition of
workplace violence.

In chapter two, | consider the prevalence and impact of workplace violence in the
United States for both psychological and physical aggression. Besides briefly dis-
cussed in chapter two, the prevalence and impact of workplace violence in the
Postal Service are explored in the context of physical aggression in chapters three
and four. In chapter four, | also consider the impact and prevalence of psychological
aggression in the Postal Service in the context of the Califano Report'®, and from an
insider’s perspective, in chapters eight and nine.



CHAPTER TWO

Specter of Workplace Violence in the United States
and the Postal Service

In the last twenty years, there have been numerous books and articles written on
the subject of workplace violence in the United States in both the popular and
academic press. The Internet has been another useful source of information on
workplace violence, especially for obtaining statistics on physical acts of physical
aggression from government agencies. | use all three sources of this information as
the basis for the review of workplace violence in the United States for this chapter
and Appendix A. As a result of this review, it is clear that both psychological and
physical aggression in the workplace are epidemic in the United States.

The main focuses of this chapter include the examination of the prevalence and im-
pact of workplace violence in the context of psychological aggression and physi-
cal aggression. The chapter is divided in four sections: in section one, the focus is
on psychological aggression in the workplace. | present findings on the prevalence
and impact of psychological aggression from four national studies, which are: 1) The
Northwestern Study,'® 2) United States Hostile Workplace Study,'” 3) The American
Workplace Survey,® and 4) U.S. Workplace Bullying Survey.'® In Appendix A, | present
more in-depth information on each of these four landmark studies.

In section two, the focus is on physical aggression in the workplace. | present find-
ings of two national studies regarding nonfatal physical violence, which are: 1) The
Northwestern Study and 2) National Survey of Workplace Health and Safety.® | pro-
vide relevant findings pertaining to workplace homicide. In Appendix A, | present
more in-depth information for both nonfatal physical violence and workplace homi-
cide. In the third section, | analyze factors involved in workplace violence separately
in the context of workplace bullying and workplace homicide. In the last section, |
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present a brief summary of workplace tragedies in the USPS. A brief narrative for
each of these workplace tragedies is discussed in Appendix B.

Psychological Aggression in the Workplace: Its Prevalence and Impact

Since 1993, there have been four major national surveys on the scope and impact of
psychological aggression in U.S. workplaces. Accordingly, workplace violence stud-
ies from the perspective of psychological aggression (harassment, bullying, or emo-
tional abuse) in American workplaces is a relatively recent development. The results
from the first major study in the United States were released by Northwestern Na-
tional Life Insurance Company in 1993. In 2000, the United States Hostile Workplace
Study was released. And then, in 2007, both the American Workplace Survey and the
U.S. Workplace Bullying Survey were released.

Significant findings reported in these four studies on psychological aggression and
the most relevant to this book include:

1. Between 13-19 percent of employees in the United States are harassed dur-
ing any given twelve-month period.

2. Victims of harassment report experiencing two times the rate of stress-
related conditions (e.g., depression, anger, insomnia, headaches, and ulcers)
compared to those who were not.

3. Targets of bullying are twenty times more likely to have reduced productiv-
ity and were ten times more likely to leave their jobs, compared to those who
did not report experiencing workplace harassment.

4. Targets of bullying are exposed to bullying behaviors on the average of 16.5
months with 42 percent of the targets reporting the bullying behaviors last-
ing eighteen months.

5. Of those targets who indicated that they were bullied, 77 percent did not
qualify under the law as illegal discrimination.

6. Of those targets who reported the bullying to their employer, 62 percent
indicated that the problem became worse or the employer did nothing.

7. Forty-five percent of bullied targets reported stress levels that affected their
health (i.e., psychological or physical complications) and 33 percent of them
suffer more than one year.
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Physical Aggression in the Workplace: Its Prevalence and Impact

| discuss the prevalence and impact of physical aggression in the workplace in this
section. Under the heading of non-fatal acts of physical violence, | present the rele-
vant statistical findings of two pertinent surveys, which are: the Northwestern Study
and the National Survey of Workplace Health and Safety. The general statistics for
each survey can be found in Appendix A, including the sources or types of perpetra-
tors involved in physical aggression.

| also explore the specter of workplace homicide in this section, especially “insider”
(coworker, or former coworker) workplace homicide. | referenced the statistical find-
ings relevant to this section from government reports. In Appendix A, | provide a
more complete review and presentation of statistics for the focus on workplace ho-
micide.

Non-Fatal Acts of Physical Aggression in the Workplace

The significant findings reported in the two studies for non-fatal acts of physical ag-
gression, most relevant to this book, include:

1. The prevalence and frequency of non-fatal physical violence reported at work
for the previous twelve months for one of the studies was 3 percent. Based
on that year’s total workforce, as estimated by the authors, it was projected
that approximately 2.2 million employees were the recipients of aggressive

physical acts.

2. The prevalence and frequency of non-fatal physical violence reported at
work for the previous twelve months in another study was 6 percent. Pro-
jecting the number of employees affected, based on that year, as estimated
by the Bureau of Census, approximately seven million employees were the
recipients of aggressive physical acts.

Physical Aggression in the Workplace: The Specter of Workplace Homicide

Significant findings reported in government reports for workplace homicide and
the most relevant to this book include:
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1. From 1980 to 1989 workplace homicide was the third leading cause of death
in the workplace.?’ During the span of these ten years, 7,600 or 12 percent
of all fatalities in the workplace were deemed a result of occupational homi-
cides. The findings from the study did not show, however, what percentage
of the occupational homicides were related to current or former employees.

2. Workplace homicides from 2005 to 2006 were the fourth leading cause of
death in the workplace® behind fatalities caused on the highways, falls, or
injury by workplace objects. Workplace homicide had seen an annual decline
since 2003, declining 9 percent from 2005 to 2006, or from 567 to 516.%

3. Estimates for the annual average of workplace homicide where a coworker or
former employee perpetrated the crime ranged from 6 percent to 15 percent.

In the first section of this chapter, | evaluated and presented findings from four na-
tional studies on psychological aggression in the workplace. In the second section,
| presented findings of two national studies on non-fatal physical acts of violence
and findings from government reports on workplace violence. These findings sup-
port the conclusion that psychological and physical aggression in the workplace are
epidemicin the United States. In an attempt to understand the context of workplace
violence for psychological and physical aggression, many factors need to be taken
into consideration. For that reason, they are discussed below.

Factors of Workplace Violence

In examining workplace violence involving psychological aggression, four catego-
ries of factors implicated in bullying are discussed, namely, a) political, b) social and
economic, ¢) organizational, and d) individual. In examining factors involved in phys-
ical aggression, the focus is limited to factors involved in “insider” (former or current
employee) workplace homicide. Factors implicated in insider workplace homicide
include the four categories of factors noted for psychological aggression, plus two
additional factors: the media factor and the availability of guns factor.

The factors of workplace violence | considered in this discussion are by no means
inclusive. They are, however, some of the most cited in the professional literature on
the topic. Although the examination is brief, my hope is that readers unfamiliar with
factors involved in workplace violence will arrive at a better appreciation for the rea-
sons violence occurs in the workplace, particularly workplace murder and suicide.
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This examination provides the context to the discussion of workplace violence with-
in the Postal Service in the final section of this chapter and Appendix B.

Factors of Workplace Bullying
Political Factors

No discussion on bullying is complete without the discussion of how public policy
influences the prevalence and impact of workplace bullying. When good paying jobs
are outsourced to foreign countries, workers left to compete in a leaner workforce
will experience more frequent bullying. When government policy is directed at weak-
ening unions and is successful, employees become bullied more frequently. Further,
when regulatory constraints to protect the interests of employees are non-existent
or are weakened, employees will experience more frequent bullying. If government
policy does not legally protect workers from psychological aggression directed by
the employer, its prevalence will not be curbed or adequately dealt with. In chapter
eleven, | provided requirements and recommendations to address these issues.

Social and Economic Factors

The greater the degree of emotional abuse or bullying that occurs in the society
or culture at large influences how we treat one another in the workplace. If one is
raised in a broken family, experiences a high degree of racism, experiences a higher
degree of emotional abuse from family members, or has lived in poverty, these fac-
tors may influence the degree of bullying in the workplace, especially at the hands
of those with the most power—the “bosses.”

In the past twenty to thirty years, with the emergence of a globalized economy, re-
lentless competitive pressures have negatively impacted the workplace environ-
ments for millions of workers. During this timeframe there have been unprecedented
downsizings, restructurings, and mergers of companies, resulting in “pressurized
work environments” for the affected workers.

These pressurized workplace environments have been and are triggers for bullying or
emotional abuse.In addition to the “pressurized work environments” resulting from the
effects of a globalized economy, there are not any meaningful laws or legal restraints at
the federal and state level to effectively deal with the suffering and pain caused by bul-
lying. In chapter eleven, in my open letter to Congress, this issue is addressed further.
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Organizational Factors

As mentioned previously, pressurized work environments are significantly created
by the impact of the global economy on organizations. The organizational cultures
of many large- and medium-sized corporations in the United States have dramati-
cally changed as a result of these global forces of competition. In fact, many studies
show that the extent of bullying and pressurized environments is more prevalent in
larger organizations where these changes occur more frequently.

These pressurized environments create the context for increased levels of stress,
job insecurity, ineffective communications, decreased concern for employees’ well-
being, increased union and management tensions, increased employee demands,
and less autonomy. Increased employee demands (i.e., heavier workloads and fewer
resources) are usually the result of fewer employees in the organization, while less
autonomy is most notable in the context of reduced employee involvement in
decision-making and increases in electronic monitoring. In chapters seven through
nine and appendices C-E, | explore and discuss these issues in the context of the
postal culture.

Significant organizational factors that create the context for increased bullying in
the workplace include autocratic leadership, rigid organizational structures, ineffec-
tive work design, ineffective role models (i.e., superiors who don’t “walk the talk”),
ineffective bonus or pay systems, and highly inflexible administrative processes and
managerial policies.

These organizational factors play out in the workplace by first negatively impacting
the managers and supervisors directly responsible for day-to-day operations.
That s, they are given very high or unreasonable expectations for short-term results
from their “bosses” and experience, in many cases, bullying from these “bosses.” The
supervisors and managers then cascade this pressure to the rank and file employees
and, in too many cases, bully them in their attempts to achieve goal-driven results.
In chapters ten and eleven, many of these issues are discussed in the context of how
the Postal Service can shift from an unsafe and unhealthy organization to a healthy
and safe one.

Individual Factors

Several studies have been conducted to shed light on what workplace bullies have
in common. In one study, many of the bullies described themselves in comparison
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to others as anxious in social situations, low in social competence self-esteem, and
highly aggressive. In another study, active bullies were found to have a higher sense
of disregard for others and to have low self-esteem stability. In short, although studies
showed that bullies were more competitive, assertive, and confrontational, there was
an implication that they also lacked empathy for others. This prompted one author to
title his book Snakes in Suits24 and identified some bullies as clinical psychopaths.

Factors of Employee-Directed Homicide
Political Factors

Like psychological aggression, public policy influences the degree of physical aggres-
sion in the workplace, including employee-directed homicide. When the frequency
and severity of bullying increases in the workplace, the greater is the potential for
employee-directed homicide. Accordingly, when there is a lack of commitment for
state and federal government representatives to create and enforce a public pol-
icy to protect the rights of employees, a greater likelihood for workplace violence
exists.

Social and Economic Factors

Family structure and its dynamics shape individual members of our society, includ-
ing our schools and cultural heritage. As indicated previously in the brief discussion
of factors involved in bullying in the workplace, these social factors may also play a
role in workplace homicide. Further, as previously discussed with bullying, economic
factors related to the global economy and its impact on downsizing, restructuring,
and mergers may play a role in workplace homicide.

Organizational Factors

Both individual bullying (i.e., stemming from “bosses”) and organizational bullying
(i.e., stemming from organizational practices) eventually can be a trigger or factor of
workplace homicide. This is especially true regarding the over-control of employees
and abusive supervision.

The role of organizational factors in workplace homicide needs to be given careful
and full consideration; its role in workplace tragedies should not be underestimated.
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The authors of the book Ticking Bombs stated it this way: “[N]o discussion of work-
place violence would be balanced unless we focused some attention on what could
be psychologically unfriendly companies, where employees are controlled through
a culture of suppression and fear.”*

It is important to note that factors of bullying or emotional abuse can and do lead
to workplace suicides. In chapter eight, the impact of both individual bullying, or-
ganizational bullying, and the subsequent suicide of several postal employees are
discussed from an insider’s perspective.

Individual Factors

Many individual factors have been cited as triggers of workplace homicide, especially
when viewed as a cluster of factors. The most common clinical factors provided are
substance abuse, paranoid states (e.g., paranoia, delusional), psychotic disorders,
major depressive disorders, and personality disorders. On the other hand, some of
the more descriptive factors provided include a history of violence, fascination with
weapons or lethal violence, concern about losing job, low self-esteem, pathologi-
cal blamer, sense of outrage for perceived unfairness or injustices, a loner—socially
isolated from others—and a low tolerance for criticism.

Media Factors

As a result of twenty-four-seven news and their continual replaying acts of horrific vio-
lence committed in the workplace and schools, some researchers have indicated that
this phenomenon eventually may be a trigger for an individual who is “on the brink”
of committing a homicidal act of violence in the workplace to actually carry it out.

In the book The Copycat Effect,”® the author argues that some acts of workplace ho-
micide are influenced by the media blitz environment in which we live. In this en-
deavor, the author presents a credible, fact-based presentation on the influence of
the media on the occurrences of tragedies, ranging from shootings in schools, work-
places, suicide clusters, sniper incidences, to mass suicides in cults. In coverage of
workplace shootings in his book, the author presents an entire chapter titled “Going
Postal”# where he discusses some of the postal shootings from 1983 through 2001.
The chapter investigates the copycat effect and the possible influence of extensive
media coverage on prior workplace shootings.
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Availability of Guns Factor

The easy availability of guns provides for an increased opportunity for workplace
murder, especially multiple murders. As noted in Appendix B, many of the weap-
ons used in the postal shootings were highly sophisticated weapons. In a significant
number of the shootings, the perpetrator had multiple weapons, including assault
weapons. Some of the perpetrators had a long history of mental problems, but still
were able to obtain guns legally to carry out their deadly deeds.

Workplace Tragedies in the Postal Service

In presenting the history of workplace tragedies from 1983 to 2006, my sources in-
cluded materials from the USPS violence prevention program, textbook and research
articles, congressional reports, and Internet sites related to workplace violence. In
Appendix B, | discuss each workplace tragedy, including the name of the perpetrator
and the year of the tragic event.

From 1983 to 2006, there were seventeen workplace tragedies in the USPS. These
workplace tragedies focused on employee-directed homicides (including suicides)
by current and former employees. | define employee-directed homicide as an act
of murder of others or self by a current employee or former employee. The murder has
a clear nexus to the workplace and is perpetrated against another employee(s) or self,
in response to political, social, economic, organizational, individual, media, or the avail-
ability of guns factors.

From 1985-1998, there were nine other incidences of postal workplace trag-
edies in USPS. Some of these tragedies received notoriety and press, while others
did not. Unlike the previously mentioned seventeen workplace tragedies, there were
no noteworthy links to organizational factors. There was, however, one suicide (dis-
cussed in Appendix B) that strongly appeared to involve organizational factors, but
its occurrence was off postal premises.

In my review of a myriad of documents and credible anecdotal information regard-
ing the twenty-six cases discussed in Appendix B, | attempted to report the cases in
a balanced perspective, demonstrating the various factors involved in these postal
tragedies. As previously discussed, factors involved in employee-directed homicide
include political, social and economic, organizational, individual, media factors, and
the availability of guns factor.
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As a result of reviewing the seventeen workplace tragedies from 1983 to 2006, there
were indications that virtually all the incidences were connected with both organi-
zational and individual factors. Less clear are the relationships between these inci-
dences and social and economic factors. In chapter eight, the relationship between
incidences of workplace suicides and the organizational culture of the USPS is dis-
cussed. In chapter ten, steps to improve the workplace culture of USPS are delineat-
ed. Ifimplemented, these guidelines will likely reduce workplace violence, including
employee-directed homicide.

The potential influence of media factors in workplace tragedies was also previously
discussed. It is interesting to note that of the seventeen postal tragedies from 1983
to 2006, two occurred in 1983 and three occurred in 2006. Taking in account all of
the twenty-six postal tragedies (seventeen in this section and nine in the follow-
ing section), the timeline ranges from: two in 1983, two in 1985, two in 1988, two in
1989, two in 1991, two in 1993, four in 1995, two in 1996, two in 1997, and three in
2006. These multiple years of postal tragedies don’t prove that media factors were
involved, but do provide statistical support that media events may influence the
frequency of these tragedies. It supports the work of Loren Coleman in his book
The Copycat Effect: How the Media and Popular Culture Trigger Mayhem in Tomorrow’s
Headlines.

Concluding Comment

In analyzing situations of workplace bullying or workplace homicide, it is critical to
take an inclusive perspective, a perspective that takes in account political, social,
and economic, organizational, and individual factors when bullying occurs, and the
inclusion of media factors and the availability of guns factor when workplace ho-
micide occurs. By taking an inclusive perspective, we not only gain a better under-
standing of why a particular incidence of workplace violence may have occurred,
but we are also in a better position to take preventative measures in reducing the
likelihood of it in the future.

In 2000, the highly publicized Califano Report?® was released. However, since many
of the report findings are a comparison between the national workforce and the U.S.
Postal Service on measures for psychological aggression and physical aggression,
the findings are discussed principally in chapter four.

CHAPTER THREE

Making the Case: “Going Postal” a Myth?

In this chapter, | discuss past attempts to frame the notion of “going postal” as a myth,
primarily in the context of reports by the Centers for Disease Control (CDC) and the
United States Postal Service Commission on a Safe and Secure Workplace.” | review
the public relations efforts by the U.S. Postal Service to frame the notion of “going
postal” as a myth. | conclude the chapter by providing a brief review of consultants
and others in the popular and professional literature who essentially echoed the
public relations efforts by the Postal Service.

“Going Postal” is a Myth and Bad Rap

Since the USPS’s sponsoring of the first National Symposium of Workplace Violence
with private and government participants in December 1993, the St. Petersburg
Times* has been credited with popularizing the pejorative term “going postal.” In re-
sponse to this characterization, reports released by the Centers for Disease Control*'
(CDQ) in 1993 and 1994 and the United States Postal Service Commission on a Safe
and Secure Workplace Report in 2000 indicated that “going postal” was a myth and a
bad rap. Below, | present two studies from the CDC, the second of which is support-
ive of this argument and was released to all major media outlets.

National Institute for Occupational Safety and Health Study Reports

In 1993, the National Institute for Occupational Safety and Health (NIOSH), a branch
of the Centers for Disease Control (CDC),*? released an in-depth study where it re-
ported that from 1983 to 1989 the USPS had experienced thirty-four work-related
homicides at eleven post offices. The important point underscored in the study was
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that twenty of these work-related homicides were committed by a current or former
employee, fourteen of which were committed in one incident.

Just several months later, on August 19, 1994, the CDC released to the major media
outlets a report titled Occupational Injury Deaths of Postal Workers—United States,
1980-1989, hereafter referred to as the CDC Report. The major finding stated in this
report, based on the timeframe from 1980 to 1989, was that neither the Postal Service
industry nor postal occupations were at higher risk for workplace homicide.

Before | provide the chief findings from the commission report below, it is important
to note there were four separate postal tragedies from 1991 to 1993 where ten
more postal employees were killed at the hands of current or former employees. Two
of these postal tragedies occurred on the same day, May 6, 1993. These tragedies are
chronicled in Appendix B, including the tragedies from 1983-1989.

Report of United States Postal Service Commission On A Safe And Secure
Workplace

On August 31, 2000, the Report of United States Postal Service Commission On A Safe
And Secure Workplace34 was officially released at a press conference held at the
USPS’s national headquarters in Washington, D.C. Joseph Califano, Jr. was the chair-
man of the Commission on a Safe and Secure Workplace and the signatory of the
commission report, a report said to have cost the Postal Service over 4 million dol-
lars. For the sake of brevity, the report hereafter in this book is referred to as the
Califano Report.

The Califano Report was an intensive and comprehensive report commissioned and
financed by the USPS for the expressed purpose of making the organization a safer
one for its employees. The commission as part of its mission conducted onsite visits
at postal installations, held three hundred fifty focus groups with rank and file em-
ployees, and interviewed more than three hundred postal management and union
officials, at postal headquarters and in the field.

The commission also conducted a detailed examination of the USPS’s postal poli-
cies and practices, chronicled postal workplace homicide from 1986 to 1999, and
reviewed the USPS'’s violence prevention program. A critical component of the Cali-
fano Report was the surveying of twenty thousand postal employees. The survey
involved six groups of employees, including city carriers, APWU employees, rural car-
riers, postmasters, and “other management.”
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As a result of their fact finding and surveying of employees, the Califano Report
arrived at what was referred to as two bottom line conclusions about workplace
violence and the USPS. The first major conclusion of the Califano Report was that
“[gloing posta’is a myth, a bad rap. Postal workers are no more likely to physically
assault, sexually harass, or verbally abuse their coworkers than employees in the
national workforce.”*

The second major conclusion underscored in the Califano Report was that “[plostal
employees are only a third as likely as those in the national workforce to be victims of
homicide at work.”* In support of this conclusion, the Califano Report® referenced
a statistic from a NIOSH report (1992-1998) where it was reported that, annually,
postal employees were only one-third as likely to be a victim of workplace homi-
cide compared to the national workforce. It is important to note that the statistic
from this report differed dramatically compared to the statistic in the CDC Report
of 1994, which showed that the likelihood of being a victim of workplace homicide
was close to equal between the USPS and the national workforce for the years
1983 to 1989. The relevancy of the statistics used and comparisons noted herein are
discussed in greater detail in chapter four.

Public Relations Efforts by the Postal Service

The USPS received a bonanza of media attention and positive public relations with
the release of the CDC Report in 1994 and the Califano Report in 2000. The spon-
soring of the first National Symposium of Workplace Violence in 1993 contribut-
ed to the positive image of the USPS as an active participant in dealing with the
issue of workplace violence. Over the past fourteen years, the USPS has used the
CDC and Califano reports as “proof positive” that the notion of “going postal” is a
myth and a bad rap. Several examples are explored below, starting with the earliest
onein 1997.

A 1997 article in Postal Life,*® a national newsletter from the USPS, makes reference
to the conclusion of consultants, saying that the notion of USPS employees as vio-
lent is an unfair stereotype. Interestingly, the title of the article is “Going Postal Myth
or Reality.” In the article, reference is made to the CDC Report of 1994 in support
of the argument that the USPS is a less dangerous place to work than the private
sector.

In a 1998 USPS publication* titled A Violence-Free Workplace, a manual that typically
has been provided at postal workplace violence prevention training sessions, the
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USPS indicated that the organization is safe compared to the private industry. It goes
beyond that statement by including the following quote taken from U.S. Depart-
ment of Labor, Bureau of Labor Statistics (1996): “Postal work is one of the safest oc-
cupations in the job pool. Postal workers are not even a blip on the Department of
Labor’s scale of occupational fatalities, no matter how the statistics are compiled by
job-related accident or homicide.”* As indicated previously, these types of statistics
and their relevancy are discussed in chapter four.

In the Postal Inspection Service’s “Annual Report of Investigation,”*' released in 2000,
it specifically cited two key findings in the Califano Report, which were that postal
employees are only one-third as likely to be a victim of workplace homicide compared
to the national workforce and that “going postal” is a myth and a bad rap. Similarly, a
communication to the press from the Public Affairs and Communications Depart-
ment,*? dated January 31, 2006, titled USPS Commission on a Safe and Secure Work-
place, echoed these two key findings.

Private Consultants with Vested Interest

For brevity’s sake only three examples are provided below regarding consultants
echoing and ostensibly being part of the Postal Service’s public relations efforts.
Over the years, consultants with an “invested interest” have enjoined the USPS’s
public relations attempts to frame the notion of “going postal” as a myth. For exam-
ple, Dr. Dennis Johnson was highly supportive of helping the Postal Service’s public
relations efforts to promote the argument that “going postal” was a myth and a bad
rap. Dr. Johnson, a clinical psychologist, provided extensive consulting services on
behalf of the USPS in the 1990s, including analyzing threat correspondences from
postal employees and contributions to the development of the USPS’s threat assess-
ment team guidelines.

In an interview with Dr. Johnson, placed on the Howland Group website,* the in-
terviewer asked about the phrase “going postal” and what has contributed to this
image. Dr. Johnson responded by stating that the CDC, in one of their reports, indi-
cated that the USPS did not even show up as one of the eighteen most dangerous
positions. After a follow-up question was asked about thirty-five postal homicides
committed by postal employees seeking revenge in the 1980s, he did not address
the issue in the context of “going postal,” but instead spoke in general terms about
categories of work-related homicides.
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Two national mediators, Rendon and Dougherty, who have provided extensive
mediation services to the USPS, wrote an article titled “Going Postal: A New Defini-
tion and Model for Employment ADR.”* In this article, the authors stated that the
USPS had received some bad press in the 1990s about workplace violence despite
actually being at or below the national average for workplace violence. In another
article, titled “Avoiding Aggressive Behavior at Work,”*> dated December 16, 2006,
the consultants with Anderson and Anderson emphasized that the USPS had a pro-
active workplace violence program and that the Postal Service had instituted an
anger management program. The authors claimed, without offering any credible
evidence, that the USPS had made a remarkable change in morale as a result of this
program. In support of the Postal Service’s public relations efforts to frame the no-
tion of “going postal” as a myth, the authors stated:

For many years, the United States Postal Service was considered to
be an organization in which employees exhibited problems manag-
ing anger in the workplace. In fact, the phrase “going postal” was
commonly used to describe the behavior of problem employees at
work. It is interesting to note that the United States Postal Service is
now considered one of the safest large organizations in the nation

to work.*®

Interestingly, the consulting firm of Anderson and Anderson, on their website,
indicated that they have provided consulting services to the USPS since February
29, 2004.

Popular and Professional Press

In popular and professional literature there have been numerous articles where the
notion of “going postal” was described as misleading or closer to a myth than a re-
ality. Below | provide three examples from the popular and professional literature.
The notion of popular press is loosely defined here as information available on the
Internet.

In an article presented by Paul Temple titled “Real Danger and ‘Postal’ Mythology,”’
he cites statistics provided in the Califano Report and then concludes that “the math
tells us it isn't fair that postal workers have become poster children for workplace
violence” where he makes notes of CDC reports. Similarly, in the book Violence on
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the Job: Identifying Risks and Developing Solutions (1996) authors VandenBos and Bu-
latao state:

The U.S. Postal Service, despite all the media hype on particular
workplace homicides in its facilities, is far from being a high risk en-
vironment for occupational fatalities. Relative to other work settings,
the Postal Service is in fact a “safe” workplace environment—the oc-
cupational fatality rate of postal workers is only 37% of the rate for

all workers combined.*®

Interestingly, the last chapter* of the above-mentioned book was written by a for-
mer USPS manager of the Employee Assistance Program (EAP), along with Dr. Dennis
Johnson'and another contract employee with the EAP. As a final example of the pro-
fessional press taking aim at the notion of “going postal,” in the book Understanding
Workplace Violence: A guide for managers and employees, Paludi states:

Myth 2: The Post Office is the worst place for workplace violence.
Reality: The phrase “going postal” implies that postal workers fre-
quently kill people at work. Of course, there have been some tragic
episodes of this, but the Post Office is hardly the most dangerous

place to work, and in many ways it is relatively safe.®

In this chapter, | provided conclusions from both CDC and Califano reports stating
that the USPS is a safe work environment compared to the national workforce and
that going postal is a myth. | presented the public relations efforts by the USPS in its
campaign to frame the notion of going postal as a myth, including the role of con-
sultants and the popular and professional literature providing credence to this posi-
tion. In chapter four, | critically analyze the relevancy, accuracy, and ethical stance of
these conclusions.

i See excerpts taken from aforementioned interview with Dr. Johnson.

CHAPTER FOUR

Let’s Examine the Record: “Going Postal” a Reality?

In chapter three, the Postal Service and the Califano commission both used Centers
of Disease Control (CDC) reports to bolster the claim that the USPS was a safe place
to work and to frame the notion of “going postal” as a myth. In this chapter, | re-
examine the 1994 CDC Report®' and Califano Report®?, noting discrepancies in key
findings and conclusions. In the broad re-examination of these reports, | discuss two
germane professional articles and a congressional report.

Closer Look at the CDC Report

In the CDC report of August 19, 1994, as part of an editorial note, it specifically stated
that “[a]lthough the occupational rate for the Postal Service industry is similar to the
national rate for all industries, coworkers appear to be disproportionately respon-
sible for homicides that occur in the Postal Service.”? This editorial note is in stark
contrast with the opening sentence in the nationally released media bulletin:

Extensive media coverage of work-related homicides at U.S. Postal
Service facilities raised the concern about whether postal workers are
at increased risk for work-related homicide, particularly from those
committed by disgruntled coworkers. Based on national surveillance
data, neither the Postal Service industry nor postal occupations are

among the groups at increased risk for work-related homicide.>*

One has to wonder if the CDC released this entire report, including the editorial note,
tothe press on August 21, 1994, or just page one of the document. Although the facts
provided in the report support that the USPS is a safer place to work compared to
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many other industries, it is imperative to consider more specifically what this means.
In a 1995 NIOSH Alert Bulletin,>* it noted that high-risk workplaces for homicide in-
clude establishments such as taxi cabs, liquor stores, gas stations, and grocery stores.
Similarly, the bulletin noted that high-risk occupations for homicide include taxicab
drivers/chauffeurs, law enforcement officers, hotel clerks, and gas station workers.

When looking at these facts in the broader context, it does not support the conclu-
sion by the Califano Report or the USPS that the notion of “going postal” is a myth.
The commonly held understanding of the term “going postal” by the general pub-
lic is a disgruntled employee acting out violently, usually in the form of homicide,
toward bosses or coworkers in the workplace. Historically, it has been a commonly
held understanding by the general public that postal employees are disproportion-
ately involved in employee-directed homicides.

Accordingly, in order to make a valid determination about the notion of “going
postal,” itis a reasonable requirement that the category of postal employee-directed
homicide only be compared with other industry employee-directed homicide.! It is
clear that taxicab drivers are not shooting their bosses or coworkers. They are being
shot in the act of robbery. So the question becomes: Why would the CDC release a
report that is very misleading or appears very misleading to the press and public?
The answer to this question follows.

In her book Crisis Communications,”® Kathleen Banks frequently quotes Roy Betts,
as a result of her interview with him in 1995. During this timeframe, Roy Betts was
the media relations representative for the USPS, who reported to Frank Brennan,
the manager of media relations, who in turn reported to Larry Speakes, Corporate
Relations Vice-President and a former member of the Reagan administration. During
this timeframe, Larry Speakes directly reported to Marvin Runyon, the Postmaster
General.

Roy Betts is quoted in Case: U.S. Postal Service and Workplace Violence regarding the
Postal Service’s collaboration with the CDC on their report of August 19, 1994. Mr.
Betts was quoted as follows: “We were aware that people from employee relations
had been working with the CDC on the study.”’

Banks further states that the CDC released the subject report to the Associated
Press and that positive stories about the USPS were reported in many of the major
newspapers in the country. In the conclusion of her case study of the USPS’s public

ii  The categories, sources, or types of workplace violence are discussed in Appendix A.
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relations campaign on workplace violence, she attributed the following statement
to Roy Betts: “The whole idea of ‘going postal’ is a myth. To us, ‘going postal’ means
delivering billions of cards, letters, and packages on time. That's going postal.”*® As
previously stated, taxicab drivers are not shooting their bosses or coworkers. It is cur-
rent or former coworkers that are doing the shootings.

Looked at from this vantage point, the statistics from the CDC report* for the years
1992 t01998 showed that the homicide rate for taxi drivers was one hundred fifty
times higher than letter carriers. Clearly, this is an irrelevant comparison in terms of
either supporting or refuting the notion that “going postal” is a myth, a bad rap. In
this context, only the focus on the frequency rate for employee-directed homicide is
relevant. Below, | examine two scholarly articles and a congressional report with this
focus in mind.

In the article titled “Firing back: The Growing Threat of Workplace Homicide,”®® Fox
notes that the vast majority of homicides in the workplace involve intruders (i.e., out-
siders) in the act of robberies of taxicab drivers and convenience store clerks, rather
than the vengeful acts of angry and disgruntled employees. He goes on to say that
the USPS has more than a fair share of these violent tragedies where employees are
trying to get even with their supervisors or employers.

Similarly, in the article titled “Labor and Politics in the U.S. Postal Service,”' Baxter
points out that the postal homicides at postal facilities are unique in that the kill-
ings are directed at fellow employees, their bosses, and themselves. He indicates that
these types of incidences point to the ways in which the organizational culture may
trigger certain individuals to commit these acts of violence.

In a joint hearing of the United States Congress® in its review of violence in the U.S.
Postal Service, NIOSH estimates were cited as part of the record for the 1980s where
it is noted that during this timeframe 13 percent of the employee-directed homicides
occurred at postal facilities by current or former employees, where less than three-
quarters of 1 percent of the total full-time civilian labor force was employed.

Closer Look at the Califano Report

The examination of the Califano Report is critical because it has been an integral
part of the Postal Service’s public relations efforts to support that the notion of “go-
ing postal” is a myth. The enormity of the report is revealed by how the national
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media reacted to it, especially national newspapers and magazines. If you Google
“going postal as a myth,” for example, there are still archived articles from the na-
tional media emphasizing the major conclusions and findings of the report.

After fully examining the facts provided in the articles and the report above, statisti-
cally the USPS is by far a more dangerous place to work when compared to other
industries and occupations as a whole in terms of employee-directed homicide.
Viewed in this context, the second significant conclusion of the Califano Report that
“[plostal employees are only a third as likely as those in the national workforce to be
victims of homicide at work”®*is meaningless and arguably disingenuous.

In reading the Califano Report with this conclusion in mind, the authors seem to
completely avoid addressing the issue as to why there is a disproportionate number
of employee-directed homicides at postal installations in the timeframe that they
examined, from 1986 to 1999. A statement on page two of the Califano Report does
not absolve the members of being misleading or biased in how the report was pre-
sented and what was emphasized or not emphasized in the report.

For example, on page two in the report it states: “It is impossible to compare with
any precision the likelihood of a postal employee being killed by a coworker or a
non-coworker with that of an employee in the national workforce.”** Although this
is factually true, it is still useful to make comparisons based on information that is
available. The aforementioned statement, along with the other facts discussed previ-
ously, gives credence to the inference that the members of the Califano Report were
purposely trying to place the USPS in a more positive light.

| critically analyzed the second conclusion of the Califano Report first because itis the
most relevant regarding what is generally meant by the notion of “going postal”—
namely, homicide(s) committed in the workplace by a disgruntled former or current
postal employee. It was the first conclusion in the report, however, that actually was
linked to the notion of going postal.

More specifically, the authors state the first conclusion as: “Going postal is a myth,
a bad rap. Postal workers are no more likely to physically assault, sexually harass,
or verbally abuse their coworkers than employees in the national workforce.”®
This conclusion does not address the issue of employee-directed homicide. Aside
from this omission, the examination below begins with the first conclusion of the
Califano Report, within the context of what we learned in chapters one and two
and regarding psychological aggression and non-fatal physical violence. In this
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examination, discrepancies in the report’s survey methodology and the reported
findings are discussed.

A significant criticism of the Califano Report was that fully developed sampling
weights were not satisfactorily used to account for differences in probability for se-
lection, non-response, and post-stratification to known populations.5® Despite this
criticism, | review the Califano findings that supposedly support the conclusion that
postal employees are no more likely to physically assault or verbally abuse their
coworkers than employees in the national workforce. | will first analyze the reported
findings for verbal abuse, followed by an examination of findings pertaining to phys-
ical assault.

Psychological Aggression Findings

Before | begin this discussion, it is relevant to delineate the items that made up
the category of verbal abuse in the Califano survey.” The items in the category of
verbal abuse include: 1) tried to provoke arguments, 2) called you names or put
you down in front of others, 3) made you feel inadequate, 4) shouted or swore
at you, 5) frightened you, and 6) made intimidating or threatening gestures at
you.

The Califano Report showed that for the previous twelve months, for outsiders
and co-workers combined, the frequency of verbal abuse for the USPS compared
to the national sample was 36 percent vs. 33 percent.® Accordingly, this finding
demonstrated that the frequency of verbal abuse found in the USPS was 3 percent
higher. However, when reviewing the findings of the Califano Report for the previ-
ous twelve months for only coworkers, the frequency rate for the USPS compared to
the national sample was 30 percent vs. 25 percent,* indicating that the frequency of
verbal abuse found in the USPS was 5 percent higher.

Unlike some of the national studies | examined in chapter two regarding harass-
ment and bullying, this study did not take a systematic look at the repetitiveness of
verbal abuse or its impact on employees’ health and well-being. It also did not make
ajudgment in terms of the behaviors associated with verbal abuse rising to the level
of harassment or bullying. The frequency of verbal abuse, therefore, in this study was
considerably higher compared to the studies that looked at harassment or bullying
in the workplace over a twelve-month period. For example, as reported in Appendix
A, the Northwestern Study’® found the frequency of harassment at 19 percent for
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the national population during the previous twelve months, while the frequency
estimate from the U.S. Workplace Bullying Survey’' was around 13 percent.

It is difficult to understand why the Califano study did not provide separate find-
ings, like some of the studies reviewed in Appendix A, regarding the source of the
behavior in terms of coworkers or bosses. Rather than using the term “coworker,”
as noted in the study, it would have been less misleading if the authors used the
term “insider.” Why? Because in this study “coworkers”’? included all of the follow-
ing employees: 1) supervisor or manager, 2) someone who reports to you, and 3)
other employees. By charting and presenting the results with craft employees and
management officials rolled up together, one has to wonder if this was by design
to place the USPS in a more favorable light. This is especially remarkable in that the
more specific findings were readily available to report and comment upon. For ex-
ample, verbal abuse attributed to employees by their postal supervisors/managers
compared to supervisors/managers from the national sample was: 61.8 percent for
the USPS sample vs. 48.2 percent for the national sample—a very remarkable
difference of 13.6 percent.”

From whatever vantage point you view the Califano Report’s conclusion that USPS's
employees are no more likely to verbally abuse their coworkers than employees in
the national workforce, the report’s own findings do not support this conclusion. Of
course, 5 percent is not significantly higher, but it is significant.

When you compare the difference between the USPS and the national sample re-
garding verbal abuse and the category of supervisor/manager, the difference of
13.6 percent is a highly remarkable difference. In view of the inaccurate conclu-
sion provided in the Califano Report regarding verbal abuse and the data used to
support it, it seems highly likely that the Califano commission purposely skewed
their own findings to place the USPS in a more favorable light.

Physical Aggression Findings

The Califano Report findings regarding the prevalence of physical assaults in the
workplace were within the range of the findings from two national studies noted
in chapter two and Appendix A. For example, in the Northwestern study’ physical
assaults were reported occurring at a 3 percent rate in the previous twelve months,
while the National Survey of Workplace Health and Safety” reported an overall fre-
qguency rate of 6 percent in that timeframe. The reported frequency in the Califano
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Report, when combining the categories of outsiders and coworkers, was 5 percent
for the Postal Service and 5 percent for the national sample.

Before | review additional findings of the Califano Report regarding physical assault,
it is first relevant to list the items used to make up the category of physical abuse
used in the survey.”® The items used were: 1) thrown something at you that could
hurt you, 2) pushed, grabbed, kicked you, etc., 3) hit you with an object, 4) beat you
up, 5) threatened you with a gun, knife, or other weapon, 6) used a gun, knife, or other
weapon on you, and 7) raped you or attempted to rape you.

As stated previously, the Califano Report showed that for the previous twelve months
for outsiders and coworkers combined: the frequency of physical assault for the
USPS compared to the national sample was: 5 percent vs. 5 percent.”” Thus the re-
sults showed that the frequency of physical assault found in the USPS was equal to
that of the national sample. However, when reviewing the findings of the Califano
Report for the previous twelve months for only coworkers, the frequency rate for
the USPS compared to the national sample was 4 percent vs. 3 percent,’® indicating
that the frequency of physical assault found in the USPS was 1 percent higher.

Comparable to what was discussed with verbal abuse previously, the category used
for“coworker” for physical attackin the study include three sub-categories,’”” namely:
1) supervisor or manager, 2) someone who reports to you, and 3) other employees.
Accordingly, the findings arrived at and compared between postal employees and
the national sample are seriously flawed and are dramatically misleading.

For example, in looking at the comparison for “supervisor/manager” committing a
physical assault on employees under their purview, the reported frequency rate was
19.9 percent for the USPS vs. 15.3 percent for the national sample, a difference of
4.6 percent. More dramatic and startling, when comparing the frequency of “other
employees” committing physical assault, the frequency was 73.8 percent for the USPS
vs. 46.5 percent for the national sample, a remarkable difference of 27.3 percent.
These findings (i.e., data frequencies) can be found at Table C.1, Q34 in the report.®°

As noted previously, a significant criticism of the Califano Report was that fully de-
veloped sampling weights were not used to satisfactorily account for differences
in probability for selection, non-response, and post-stratification to known popu-
lations. Suffice to say, at this point, because of methodological concerns with how
the data was calculated in this study and how the information was presented with
respect to comparing the frequency of physical assault between the USPS and a
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national sample, the conclusion that postal employees are no more likely to physi-
cally assault their coworkers than employees in the national workforce has to be
rejected outright. As noted with the presentation of findings for verbal abuse in the
Califano Report, it similarly can be concluded that the findings for physical assault in
the study strongly appear to be skewed in order to place the USPS in a more favor-
able light.

Concluding Remarks

In taking a closer look at the record presented herein, it became very clear that the
arguments by the USPS, CDC, Califano Report, and invested consultants to frame the
notion of “going postal” as a myth is not supported by the overwhelming evidence
to the contrary. It can be cogently argued that the term “going postal” is demeaning
and inflammatory; however, this is not a valid reason to paint a false narrative. The
observation or conclusion, however, that the USPS’s work environments have been
a factor involved in some of its employee-directed homicides and that the occur-
rence of these types of homicides are far more frequent in the Postal Service com-
pared to other organizations is supported by the record. The overwhelming empiri-
cal evidence supports that this notion is both accurate and fair.

There are two old adages that are relevant to the last two chapters: 1) the truth lies
somewhere in between, and 2) the devil is in the details. In the broader context of
these two chapters, it is unmistakable: The devil is in the details.

CHAPTER FIVE

A Closer Look: The Postal Service’s Violence
Prevention Efforts

In this chapter, | review the implementation of a comprehensive workplace violence
prevention program by the Postal Service. Since | played an important role in the
development of several key parts of this program, it is relevant that the discussion
begin with a brief history of my professional career with the USPS. After discuss-
ing my various professional roles in the USPS, important events that influenced the
USPS’s violence prevention program are highlighted, including the influence of the
General Accounting Office (GAO) and congressional committee reports in response
to concerns about workplace tragedies in the Postal Service and its culture.

In the last section of the chapter, | critically examine specific workplace violence
prevention strategies emphasized by the USPS, including: 1) selection, 2) security, 3)
communication of policy, 4) environment and culture, 5) employee support, and 6)
separation. In examining these specific strategies, where appropriate, my role and
experience are highlighted.

Brief History of Professional Career with USPS

From 1982 through 1986, | served as a union steward with the American Postal
Workers Union (APWU) in Southern California. During this timeframe, | served as the
APWU Vice-President and President of a small local branch in San Diego County. Be-
ginning in September 1986 and ending in November 1993, | worked as an Employee
Assistance Program (EAP) coordinator/supervisor. During this timeframe, | held posi-
tions in the EAP at a management sectional center (MSC) and two postal divisions.
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As an EAP representative, counseling and support services were provided to both
craft and management employees and their family members. Specific counseling
services provided included dealing with issues ranging from alcohol and drugs,
marriage and family issues, work and life stress, legal and financial concerns, and
anger management. | provided training for supervisor/managers on key aspects of
the EAP and how to deal with employees who were having difficulties in the work-
place. | collaborated with postal unions to help benefit all employees by developing
zero tolerance policies and joint statements of support to combat violence in the
workplace.

During the 1992-1993 postal restructuring, | was selected as an internal consultant
(i.e., workplace improvement analyst) to deal with workplace violence and work-
place climate issues at a postal district. In this position, | analyzed workplace issues,
provided consultation to the leadership on how to improve the workplace climate,
and gave feedback and coaching services to district leaders, including two of the
lead executives of the district. | provided a detailed analysis of the district’s Voice of
Employee (VOE) survey each quarter and mediations, retention studies, and work-
place climate assessments were conducted. | provided recommendations on change
management, and | utilized various assessments tools to improve managerial com-
munication and leadership skills. Additionally, | had a central role in the develop-
ment of the national threat assessment team (TAT) guidelines and zero tolerance
policy statements and procedures. Effective January 3, 2007, | retired from the USPS
after thirteen years in this position.

Events Leading up to the Postal Service’s Violent Prevention Program

Prior to the development and implementation of the USPS’s violent prevention pro-
gram, there were eleven postal tragedies from 1983 to 1991, During this timeframe,
there were four major reports from the GAO?' (i.e., 1986, 1988, 1989, and 1990) and
a 1991 congressional committee report,® titled A Post Office Tragedy: The Shooting
at Royal Oak. The GAO reports assessed the postal culture. The congressional report
examined aspects of the postal culture, including the specific events leading up to
the shooting at the Royal Oak postal facility by Thomas Mcllvane.

Shortly after the Royal Oak shooting in 1991, the USPS formed a Violence in the
Workplace Committee, consisting of representatives from major union organiza-
tions, management associations, and high-ranking postal management officials. A

i Asnotedin Appendix B.
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national twenty-four-hour hotline was set up for employees to voice concerns about
their workplace, including threats and assaults.

In 1990, in the capacity as an EAP representative, | developed a joint statement of
support document on behalf of union organizations, management associations, and
management sectional center (MSC) leaders, where it was agreed that all would co-
operate in the prevention of workplace violence. To the best of my understanding,
this was the first such agreement between postal unions, management associations,
and the USPS. Shortly after the most recent postal tragedy at the Royal Oak postal
facility, while detailed to a position at postal headquarters in December 1991, | sub-
mitted as noted in Appendix B a copy of this joint statement to the attention of Joe
Mahon, former senior vice-president of labor relations, at postal headquarters.

In February 1992, the USPS and the union organizations and management
associations signed a “Joint Statement on Violence and Behavior”. All major union
organizations entered into the agreement, with the exception of the American
Postal Workers Union. After several drafts, Vincent Sombrotto, former president of
the National Association of Letter Carriers, was subsequently credited as authoring
the final document.

From 1993 to 1997, there were ten more postal tragedies,” two of which occurred on
the same day, in 1993. As a result of the prior tragedies and these more recent ones,
the GAO conducted investigations in 1992, 1994, and 1997. The GAO reports® of
1994 and 1997 investigations were in-depth studies on the USPS’s culture, including
its labor/management relations. Both the 1994 and 1997 GAO reports resulted from
congressional leaders’ requests, due to concerns stemming from the congressional
joint hearing®* in 1993, titled Joint Hearing to Review Violence in the U.S. Postal Service,
including the scale of postal shootings over the previous decade.

After the shootings in 1993, the USPS conducted focus groups throughout the USPS.
Most of the reviews were facilitated by outside contractors. | conducted a review in
a major Northern California mail processing facility. As a result of these two shoot-
ings, it spurred the USPS to create a new position to help with violence prevention
and with organizational change and workplace climate issues. Initially, the position
was titled EAP Coordinator and later changed to Workplace Improvement Analyst.
Beginning in November 2007, the position title was changed to Workplace Environ-
ment Analyst.

iv. Asnoted in Appendix B.
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The new position of workplace improvement analyst coincided with the massive
restructuring of the USPS in 1992-1993, which is discussed in more detail in chap-
ter six. In the beginning, there were eighty-five workplace improvement analysts
selected, one for each postal district. In 1994, some postal districts began develop-
ing zero tolerance policies and action plans to deal with threats and assaults in the
workplace.

From 1994 to 1997, the USPS developed the basic components of their violence
prevention program, including the development and implementation of the “Threat
Assessment Team Guide” and six-point violence prevention strategy. In 1996, | was
selected by postal headquarters to a national task force to develop the USPS’s “Threat
Assessment Team Guide” for its eighty-five postal districts and played a key role in
its development. Incorporated in the “Threat Assessment Team Guide” is the USPS’s
six-point violence prevention strategy; | review this document below.

Critical Examination of the Postal Service’s
Six-Point Violence Prevention Strategy

1. Selection: Hire the right people for the right job in the first place.

The strategy “selection” focuses on conducting pointed interviews, thorough back-
ground checks on new hires, pre-employment drug testing, and continuation of
the ninety-day probationary period for new employees. In my last ten years with
the USPS as a workplace improvement analyst, the organization had done a fairly
credible job in implementing this specific strategy at my postal district. Prior to the
mid-1990s, there was ample anecdotal and documentary evidence that showed
employees were still being hired without background checks.

Historically, officials had felt pressured to hire employees quickly in order to make
short-term performance goals. Documentary evidence noted in the Califano Re-
port® showed that several of the postal tragedies may have been averted if back-
ground checks were more effective.

2. Security: Ensure appropriate safeguards for people and property.
In late 1991 through 1993, part of this strategy was addressed by setting up a

twenty-four-hour postal hotline to report work climate issues, threats, and assaults.
This hotline was later discontinued and an Office of the Inspector General (OIG)
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800 number was substituted for this purpose. Beginning in 1997, the OIG became
primarily responsible for oversight of the USPS violence prevention program, while
the inspection service continued with its role of investigating threats and assaults in
the workplace. In its early history, the OIG conducted a significant number of audits
regarding the USPS’s workplace violence program, including specific strategies re-
lated to the program.”

In 1993 congressional testimony,?® the APWU proposed the installation of video
cameras and silent alarms, increasing the number of security staff at offices with a
high risk of outside violence, and monitoring employee parking lots. However, no
significant physical security was provided in the USPS'’s facilities prior to the events
of September 11 and the subsequent anthrax deaths in 2001.

Fortunately, today the majority of large postal facilities have extensive security mea-
sures in place; however, physical security is not necessarily sufficient, especially in
light of the easy access to guns by people with severe mental disorders. For ex-
ample, Jennifer San Marco" was noted as having severe mental disorders and she
forcibly entered a postal facility with a gun she legally purchased.

The Califano Report®” recommended the establishment of a communication system
for letter carriers on delivery routes, especially in high crime and remote areas. This is
a worthy recommendation, but it has not been implemented.

3. Communication of Policy: Consistently communicate and enforce postal policy
regarding violent and inappropriate behavior.

This strategy emphasizes communicating and enforcing a clear and direct zero tol-
erance policy regarding threats and assaults. It also emphasizes the reporting and
recording of serious inappropriate behaviors, including threats and assaults.

Although a zero tolerance policy had been developed in most postal districts since
1994, it generally was not communicated annually to employees and effectively en-
forced. Many of the serious threats and assaults were not recorded at many of the
postal districts. The inspection service is charged with recording credible threats and
assaults, but sometimes this does not happen. If the information is not reported to

v Additional information on the OIG and its impact on security and the postal culture are detailed
in Appendix E

vi  See Appendix B.
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them, it cannot be recorded. This is especially true in some districts that historically
did not have an active threat assessment team.

Neither the USPS headquarters nor its eight area offices provided ongoing monitor-
ing of the above-noted critical gaps. As a serious consequence of this lack of over-
sight, a postal district close to the one where | had worked rarely communicated a
zero policy to its employees. This was allowed to occur over a ten-year period, leav-
ing serious inappropriate behaviors, including threats and assaults, unenforced and
unrecorded.

4. Environment and Culture: Create a work setting and maintain an atmosphere
that is perceived to be fair and free from unlawful and inappropriate behavior.

Below | review the factors or emphases the USPS provided to achieve this particular
strategy, including well-trained supervisors/managers and threat assessment teams.
Other relevant factors or emphases provided by the USPS to achieve this strategy in-
clude labor/management relations, employee communications, and participation."

Well-Trained Supervisors and Managers

When discussing the notion of well-trained supervisors, the USPS touts the Associate
Supervisors Program (ASP) as one of its pinnacle achievements. The USPS has also
developed numerous programs for corporate succession for its middle and senior
management employees. Clearly, it is a sound business strategy to plan and develop
managers for future critical positions, especially in view of a massive departure of
seasoned veterans from the “baby boomer” generation. Sadly, these training or suc-
cession programs in the USPS have not significantly impacted the work setting in
terms of creating and fostering a fair and respectful work atmosphere, as perceived
by rank and file employees.

As a corollary duty to my job as an internal consultant, | reviewed promotion applica-
tions and interviewed hundreds of candidates for the Associate Supervisors Program
(ASP), from 2004 through 2007, at my postal district. The program was fairly success-
ful in preparing the candidates for targeted mail processing or delivery operations
positions. The training program prepared them technically in terms of managing
mail processing or delivery operations within the USPS; however, training targeted

vii  These factors are examined primarily in chapter seven, and a more detailed analysis of the USPS's
culture is presented in chapters six through nine and Appendices C-E.
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to improve interpersonal skills and trustworthy leadership rarely was practiced in
the work setting.

Upon their arrival at the mail processing or delivery units as supervisors, they were
expected to behave contrary to the human relations training they received by their
higher-level supervisors. One of the common themes | heard from graduates of the
ASP regarding “instructions” by their higher-level supervisors went something like
this: Your classroom experience was one thing; now you must adjust to the real
world on the workroom floor.

The USPS is to be commended for preparing its supervisors and managers for fu-
ture technical tasks and back filling of critical positions. Very little change transpired,
however, toward creating a more respectful work climate as a result of training tar-
geted to improve interpersonal or leadership skills of management personnel. Over
the last three years of my employment as an internal consultant, the work environ-
ment steadily eroded in terms of how employees were treated in the workplace."

Threat Assessment Teams

In 1998, the development and implementation of threat assessment teams in the
USPS was a remarkable achievement. The TAT®® was designed primarily to identify
potential perpetrators, assess risk of violence, and recommend plans to reduce the
potential for violent actions. The composition of the TAT included representatives
from human resources, postal operations, and the inspection service. The workplace
improvement analyst played a key role on the team in most postal districts.

At my postal district, | had a highly significant role in the TAT, including the arranging
for quarterly meetings, documenting significant meetings, developing risk abate-
ment plans, and ongoing collaboration with the inspection service. | usually became
aware of a threat or an assault before other TAT members, and when this occurred,
| would initiate TAT meetings. It is important to note that | was formally recognized
for my duties and role as a TAT member by the inspector-in-charge of an area that
spanned three postal districts.

Historically, one significant problem with TAT membership at the vast majority
of postal districts has been the lack of involvement of the unions in the process.
Another significant problem was that the roles of certain members of the team

viii  This observation is examined in detail in Part 4.
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changed several times from 1998 to 2007. Because of TAT “turf battles” among mem-
bersof humanresources, postal operations,and theinspectionservice,teamfunction-
ing was far from optimal in carrying out its primary duty at some postal districts. More
specifically, the responsibilities of the team to reduce threats and implement risk
abatement plans were compromised because of these issues. Compounding this
problem of TAT functioning, a significant number of postal districts did not have
regular TAT meetings to deal with threats and assaults in the workplace. Several OIG
audits and postal headquarter audits support this observation.

5.Employee Support: Ensure that managers, supervisors, and employees are aware
of the resources available to assist them in dealing with the problems of work and
daily living.

In the restructuring of the USPS in 1992-1993, its internal Employee Assistance
Program (EAP) was contracted out; the transition was a disaster. For example, a
significant number of postal districts closed their internal EAP offices before new
contractors were hired to provide counseling services. At a critical time in USPS his-
tory, EAP counselors were not available to assist postal employees. In the 1993 con-
gressional hearing,® criticism of the new external EAP provider was noted by one of
the postal management associations.

Besides the very poor implementation process to change from an internally based
program to an externally contracted one, the learning curve for the outside EAP rep-
resentatives was a long and time-consuming effort. The USPS has a unique culture,
and it took many of these new EAP representatives up to two years to understand
how postal culture influences employee behavior. For a number of years many of
the outside EAP representatives behaved as if they did not serve the USPS, but in-
stead served their contracting company. This was actually encouraged by Federal
Occupational Health officials (the third party for the contractors and the USPS), and
one contracting company in particular, during the transitional years.

In the last six to eight years, however, the Employee Assistance Program (EAP) has
done a good job in providing counseling services to postal employees, especially
recently. Beginning in 2005, an EAP committee in each district was formed to pro-
vide support, guidance, and oversight of the EAP. The committee consists of rep-
resentatives from union organizations and postal management. Interestingly, this
was a recommendation made in the Califano Report.®® Unlike the lack of monitoring

ix  Relevantfindings from these audits and some specific examples of turf battles in the TAT, based
on my own personal experience, are highlighted in chapter eight.
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of zero tolerance policies and the TAT noted above, postal headquarters had been
doing a good job of monitoring the responsibilities of the districts’ committee on a
quarterly basis prior to my retirement.

6.Separation:Whenseparationbecomesnecessary,handletheprocessprofessionally,
including assessing inappropriate behavior and potentially violent circumstances.

As part of this strategy, the Postal Service developed a publication®' to deal with the
sensitive issues of separation or removal from postal employment. The implementa-
tion of a “Peaceful Parting” initiative was a critical, two-part recommendation in the
Califano Report.” It included that the USPS expand its pilot training program “Sepa-
ration: A Peaceful Parting” nationwide, incorporating lessons from the pilot phase. It
recommended that the postal unions develop systematic and sensitive procedures
and train those responsible for notifying grievants when a termination has been
upheld in arbitration. One of the justifications the Califano Report used in proffer-
ing the above-noted recommendations was based significantly on the fact that two
postal tragedies were immediately triggered when postal employees found out they
lost their arbitration cases to keep their jobs.

The main point is that the removal of an employee or the process that may lead up
to the eventual removal of an employee needs to be handled in a respectful and
sensitive manner. The authors of Ticking Time Bombs summed it up this way:

For some people, the job is more than just what they do, it becomes
who they are; it gives them identity and purpose. To some ratio-
nal, normal people, losing their job is just the same as losing their
identity ... Work, to most of us, is not a place to earn a paycheck
and leave, it gives us social interaction, satisfaction, and for some, a
reason to even get out of bed in the morning. Faced with no job, or
even the prospect of job loss, some people find their coping mecha-

nisms sadly lacking.”®

Interestingly, one particular book on workplace violence is titled When Work Equals
Life.** This title complements what is conveyed in the above-noted passage. It be-
hooves management officials, who have the responsibility of removing employ-

X For example, as noted in Appendix B, the postal tragedies committed by Thomas Mcllvane in
1991 and Charles Jennings in 1996.
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ees from their jobs, to recognize that separation from employment can be highly
traumatic and usually engenders serious consequences for the employee, the em-
ployee’s family members, and the organization. Management officials need to be
aware that demonstrating a caring attitude and respect for employees during the
removal process reduces the likelihood that an employee will later seek revenge on
the organization and its members. This acknowledgment and practice can proac-
tively prevent a workplace tragedy.

During August 2000, in a presentation by Suzanne Milton,” former manager of work-
place environment improvement, she indicated that there were four pilot sites for
the Peaceful Parting initiative and that standard operation procedures (SOP) would
later be implemented nationally. | was very hopeful when this information was ini-
tially disseminated; however, the initiative was never expanded nationally. As indi-
cated previously, this was a recommendation in the Califano Report to expand this
initiative nationally within the USPS.

As one of their most important strategies, in my opinion, the USPS has done very
little to actually implement the Peaceful Parting initiative. The reasons for this are
complex, but the most obvious reason is that the USPS is strongly resistant toward
implementing initiatives that could potentially challenge the paramilitary culture
of its organizational structure. Historically and currently, labor relations in the USPS
have served to buffer any real attempts to change these dynamics; this point will
be discussed in Part 4. To the best of my knowledge, postal unions have not taken a
proactive stance to fulfill the Califano Report’s® recommendation to devise system-
atic and sensitive procedures along with training to those responsible for notifying
grievants that their terminations had been upheld in arbitration.

In this chapter, | examined the USPS violence prevention program and its related
core strategies. To the USPS’s credit, it has developed an excellent violence preven-
tion plan to deal with violence in the workplace for both psychological workplace
aggression and physical workplace aggression. The problem with the program is
that its six core strategies were not fully implemented or fully executed, especially
the Peaceful Parting initiative. In Part 4, it is shown that this lack of commitment to
follow through is related to the USPS’s emphasis on top-down controls and paramili-
tary approaches to solving its organizational issues.

CHAPTER SIX

Building Blocks of the Postal Culture

In this chapter, | briefly discuss the early history of the Postal Service from 1775 to
the 1950s. In the next section, | examine significant events and changes in the Postal
Service from the 1950s to 1992. In this examination, | give special attention to the
far-reaching 1970 Postal Reorganization Act®” and the subsequent realignments, re-
structurings, and downsizings that transpired after its passage. In the final section
of the chapter, | conclude with a brief commentary on the philosophy of scientific
management and the significant changes in top leadership positions, beginning
in 1998.

Early History

Thefirst Postmaster General of the Postal Department was Benjamin Franklin, in 1775.
He was selected under the Second Continental Congress, which was empowered
to establish post offices and postal roads. It is interesting and perhaps telling that
the word “general” in the title “postmaster general” may suggest something impor-
tant about how postal work was conducted and how employees were treated and
thought about in these earlier times. The title has an unmistakable military “ring” to
it. The conveyance of dominance and top-down control becomes more suggestive
by the juxtaposition of the word “general” in relation to the word “post(master).”

Prior to the Postal Reorganization Act of 1970, postmasters across the country were
political appointees. The term “postmaster” has an unusual etymology and this

xi  In Appendix C, for the reader who is interested, | examine important events over the last ten
years in the Postal Service as they relate to the building blocks of the postal culture. In this presenta-
tion, the Postal Service’s six strategic plans, the Presidential Commission Report of 2003, and the 2006
Postal Accountability and Enhancement Act are examined.
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makes one wonder if the deepest roots of the postal culture are somehow tied to
the importance of protecting, securing, and preserving the “sanctity” of the mail. For
example, it has been suggested that the term postmaster evolved from the follow-
ing historical context:

In ancient times the kings, emperors, rulers, zamindars or the feudal
lords protected their land through the intelligence services of spe-
cially trained police or military agencies and courier services to con-
vey and obtain information through runners, messengers and even
through pigeons. The chief of the secret service, known as the post-

master (emphasis added), maintained the lines of communication.?®

Most of the individuals appointed as postmasters by presidents during the time-
frame of the Postal Department (i.e., 1800s-1970), including the Postmaster General
and other high-ranking postal officials, had no mail processing or delivery operation
experience prior to their appointments. Many of these political appointees had no
vested interest in the long-term viability of the Post Office Department (hereafter
referred to as POD) or their patrons, as they were called prior to 1970.

During the long history of the POD, employee wages, safety, benefits, and treatment
were deplorable. From World War | to the 1950s, postal workers’ pay was sometimes
frozen and cut back. President Eisenhower even vetoed four postal salary bills. By
the 1960s, conditions were so deplorable the POD’s employee turnover rate was 25
percent a year, which in turn put pressure on postmasters and their line of command
to become more autocratic and abusive toward employees in order to get the mail
delivered.

Welfare payments were higher than postal wages during this timeframe, and, in
some cases, postal workers worked two to three jobs to survive financially. Signifi-
cantly because of these conditions, in 1966 an estimated ten million pieces of mail
piled up in Chicago mail processing centers. Because of the leadership structure
of the POD (i.e., political appointees having no vested interest), the below poverty
postal wages, the demeaning and disrespectful treatment of its employees in the
workplace, and huge budget deficits, the POD became unable to provide reliable
service to its patrons.

It was within this overall context that the business community, especially advertis-
ers and publishers, worked behind the scenes with government policy makers (i.e.,
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Washington politicians) to start a process so that the POD could be privatized and
pushed for the implementation of new, revolutionary technology to automate mail
processing operations. One of the chief recommendations of the 1968 Presidential
Commission Report® was a need for a greater use of technology to automate mail
processing operations.

In 1969, less than four months into his term, Richard Nixon set in motion a plan to
create a self-supporting “Postal Corporation.” Many of the postal unions were highly
suspicious that this postal reform could lead to the privatization of the POD. They
were outraged with the stated objective of the postal reform plan to strip away civil
service benefits and protections. Adding fuel to the fire, Congress failed to act on the
commission’s recommendation to provide the same collective bargaining rights to
postal unions that were afforded to private-sector workers.

On March 18, 1970, postal employees went on strike, and eventually over two hun-
dred thousand employees refused to go to work. In the interim, the National Guard
was called to “serve” at post facilities in a futile attempt to process and deliver the
nation’s mail. After eight days, the strike was settled and postal employees got im-
mediate increases in their pay and amnesty for strikers. Additionally, postal reform
was set into motion with the new Congress.

In short, beginning in the late 1960s, there were dramatic pressures both internally
and externally impacting the POD. Pressures from business customers, especially
advertisers and publishers, unions, and the advent of revolutionary changes in tech-
nology, spurred the POD to become more flexible and efficient in its operations. The
pressures from business customers and their alliance with politicians to privatize the
POD have remained unabated to the current day.

Significant Historical Events and Changes from 1971-1992

The Postal Reorganization Act

The Postal Reorganization Act,'® hereafter referred to as the Act, went into effect
onJuly 1, 1971. This comprehensive postal reform created the context for the newly
formed Postal Service, hereafter referred to as the USPS. This sweeping act required
the newly formed USPS to finance its operations and capital needs from its own

xii  These pressures and their negative impact on the postal culture are examined in chapters seven
through nine and Appendices C-E.
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revenues and securities. In other words, the USPS was required to behave and oper-
ate more like a business rather than a government agency. This was a critical com-
ponent of the postal reform measure, because before the Act was implemented, the
old POD had budget deficits for one hundred thirty-one of its one hundred sixty
years operation, some of which were highly significant.

The Act represented an agreement with the interest of the postal unions, high-
profile mailers, and national elected officials to create a more efficient, economi-
cal, and productive mail processing and delivery system for the nation’s mailings.
It eliminated political appointees to postmaster positions at post offices throughout
the country.

The Act allowed for the creation of a postal corporation, where nine members are
elected by the President with the advice and consent of Congress. As a result, the
POD was transformed into a semi-independent federal agency. Currently, these nine
members of the Board of Governors select the Postmaster General and the Assistant
Postmaster General, and they then become members of the board. Since the Act
has been enacted, there have been eleven postmaster generals at the helm of the
USPS.

The USPS’s Board of Governors is similar to the board of directors of a private corpo-
ration in their function; its directors generally have a strong business background.
Historically, they have had the requisite business background to evaluate the effi-
ciency and productivity of the USPS in the light of economic criteria and to manage
it more like a private business.

The purpose of the Board of Governors, as required by the Act and as decision-mak-
ers for the USPS, is to ensure that the USPS is self-sufficient and that it functions
without budget deficits and federal subsides. Using these criteria, the USPS has been
a success over the last several decades. From 1942 to 1971, the POD deficit was 19
billion dollars, while from 1972 to 2007, the USPS deficit was 0.6 billion dollars.’®' The
Act forever changed the manner in which the new USPS conducted its operations.
Baxter stated it this way:

A new management coalition was recruited from the mass produc-
tion sector of private industry. The corporate form of governance
displaced electoral with bureaucratic politics in the technical core

of the organization. A new structure of authority was enacted to
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direct, monitor, and evaluate employee performance, manage inter-
actions with customers, and transform the organizational rhetoric

and myths that bind members to the organization.’®

The primary seal of approval from the business community perspective was that the
Act created a postal rate commission to regulate postal rate increases, requested
by the USPS, regarding business mailings in particular and all its customers in gen-
eral. The victory or seal approval from the postal unions was the official right to bar-
gain for collective agreements with the USPS on matters of wages, benefits, and a
grievance process for discipline, work hours, overtime, safety, and other workplace
conditions.

The Act permitted for interest arbitration when the postal unions and the USPS could
not reach agreement on new contracts or contractual disputes. A key provision of
the Act was that the USPS would be required to provide compensation to postal
workers that was comparable to the private sector

After the Act was enacted, there were three major restructurings that occurred in
the USPS reflecting its priority to function more like a business. Shortly after passage
of the Act, Postmaster General Elmer Klassen (1972-1974) oversaw a top-down re-
structuring of the USPS, without any significant involvement from the postal unions
or rank and file workers—a trend that has continued through several more major
reorganization and downsizing efforts, to this day. In July 2008, the Government Ac-
counting Office (GAO) issued a report'® on the Postal Service’s contracting plans,
and one of the key criticisms was that input from the major stakeholders was not
sought.

In 1986, the USPS’s management structure was realigned to improve service for
postal customers, especially business mailers. As a result of the realignment, lines of
authority were shortened and task forces were increasingly used to monitor efficien-
cies and other targets. This was one of the recommendations of the 1968 Presiden-
tial Commission,'® commonly known as the Kappel Report.

In 1992, Postmaster General Marvin Runyon, nicknamed “Carvin Marvin” for his pre-
vious stewardship role with the Tennessee Valley Authority (TVA) as the chairman
of the board, was hired to effect the largest restructuring in USPS history. In an in-
terview, Runyon once noted that the reason he went to TVA was to prove that he
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could run a government agency as effectively as a private business, and he claimed
to have done the same with the USPS .

Under the Runyon 1992-1993 restructuring of the USPS, many layers of manage-
ment were eliminated based on the premises that the organization was too top
heavy with managers. Local divisions did not have enough decision-approving au-
thority and bold action was necessary to improve mail processing, delivery services,
and reduction of operating costs.'® In describing the purpose and effects of these
changes (i.e., USPS restructuring and downsizing efforts), which included changes in
job design, performance monitoring, and costs reductions after the passage of the
Act, Baxter wrote:

Automation and downsizing of the post office since 1986 are as-
sociated with increased pressure on line managers and upper man-
agement to privatize the post office ... The discourse and practice
of domination in the post office involving scientific management
(emphasis added) of job approach to efficiency, competition among
managers, and pressure on craft employees to achieve productivity
goals frequently engender confrontation, intimidation, and acts of

resistance that violate norms of social control.’®

Baxter used the term scientific management to explain the approach used by the
USPS to achieve its overall budget and service goals. The notion of scientific man-
agement is a concept or approach to managing employees, in contrast to a human
relations approach to the management of employees, where employees are expect-
ed to do what they are told and have no significant input in their job design or how
work is accomplished.

In chapter eight, | provide a more detailed presentation of the management philoso-
phy known as scientific management, in the context of the impact it has had on the
overall postal culture. Suffice to say, at this point, this philosophy and the subsequent
dramatic changes to the postal organization have contributed to the development
of toxic workplace environments and workplace tragedies in the USPS. Baxter cap-
tured these observations in the following:

xiii  Prior to Runyon’s departure in 1998, a five-year strategic plan was implemented in the USPS,
which is presented in Appendix C.
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Managerial strategies designed to reduce labor costs during a pe-
riod of rapid change have certainly contributed to employee para-
noia and perceptions of harassment. These issues have had tragic
consequences. It is hoped that efforts of postal managers to pro-
mote two-way communication and worker participation will mend

this dangerous climate.'””

In support of these observations, during the turbulent years of postal restructuring,
realignment, and downsizing (i.e., from 1972-1992), the USPS had a multitude of rage
murders and suicides in its workplaces. Within this timeframe, as noted in Appendix
B, there were twelve workplace tragedies and two more in 1993, which included ho-
micide and suicides at postal installations by former or current postal employees.

The timing of these tragedies supports the notion, as highlighted in chapters two
and three, that economic and organizational factors are triggers to these types of
tragedies. Reports from psychologists providing post-crisis follow-up services, con-
gressional and Government Accounting Office inquires, commission reports, and
anecdotal accounts all support the notion of the relationship with the turbulent
changes in the USPS and subsequent workplace tragedies.

It is also important to note that, as it pertains to building blocks of the postal culture,
beginning in 1998 there was a dramatic change in leadership positions. For example, in
1998, William Henderson, the new Postmaster General, selected a chief operating officer
with a well-known and documented history of micromanagement practices and poor
human relations skills. In my opinion, he selected individuals who mirrored his manage-
ment style and lack of human relations skills for Area Vice-Presidents positions.

The Area Vice-Presidents then selected individuals who had poor or marginal human
relations skills and an autocratic management style for district managers, and so
on, down the line. It was during this timeframe that USPS’s culture worsened. These
selections of high-ranking postal officials eventually markedly increased employee
fear, stress, anger, and turmoil in the workplace, having the overall effect of creating
more toxic work environments within postal installations throughout the nation.V

In this chapter, a historical context to the postal culture was provided by high-
lighting important events, particularly from the 1960s to 1992. Special attention
was paid to the 1970 Postal Reorganization Act and the subsequent realignments,

xiv  These observations are supported in Appendix D and chapters eight and nine.
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restructurings, and downsizings that transpired after its passage. | provided a brief
commentary regarding the philosophy of scientific management and highly signifi-
cant changes in leadership positions beginning in 1998.

For additional background as it relates to the building blocks of postal culture, the
reader may find it beneficial to read Appendices C-E. These appendices provide a
more detailed and comprehensive examination of developments in the last ten to
fifteen years. The reader may find it beneficial to read them prior to reading chapter
seven. Below | provide a brief synopsis of each appendix.

In Appendix C, | assess the impact of USPS’s seven strategic plans on postal culture
from 1998 to 2013. | also assess the impact of congressional oversight and account-
ability on postal culture, especially in the context of the 2006 Postal Accountability
and Enhancement Act and subsequent clashes between union and management
organizations and the USPS on how some parts of the Postal Reorganization Act
were or were not being implemented.

In Appendix D, | examine the role of the USPS’s Board of Governors, the four postal
unions, and the three management associations in the context of how they have
impacted the postal culture, especially in the last fifteen to twenty years. Finally
in Appendix E, | examine both the United States Postal Inspection Service and the
United States Postal Inspector General Office (OIG) in the context of how they have
impacted the postal culture, especially since 2003.

CHAPTER SEVER

A Paramilitary, Authoritarian Postal Culture?

This chapter is divided in three broad sections: In section one, | revisit and assess the
Kappel Report'® as it pertains to the postal culture. In section two, | analyze impor-
tant reviews of the postal culture, including reports by the Government Accounting
Office (GAO), congressional committees, and the Califano Report. In section three,
| examine the organizational culture of the USPS as it relates to its primary, core
values.

| provide the relevant findings and conclusions of this review at both the beginning
of the chapter and at the end. Hopefully this will enable the reader to maintain focus
on what | consider the most important and relevant factors about the postal culture.
| then provide a prompt “answer” to the overarching question: Is it accurate and fair
to conclude that the Postal Service is a paramilitary, authoritarian organization?

Significant Findings and Conclusions
Significant Findings

The USPS has had a long history of very troubled work sites. These troubled work
sites have been viewed in numerous reports as lacking a management commit-
ment to treat employees with respect, dignity, and fairness. Postal management
has traditionally viewed employees in the context of “scientific management,” a
school of management coined in the early 1900s by Fredrick Taylor. In his perspec-
tive or school of management, Taylor viewed employees’ participation and input in
decision-making as an impediment to productivity and efficiency. He believed that
all work methods and practices ought to be standardized, focusing heavily on mea-
surements and continual monitoring of both the processes and employees.



54 A Paramilitary, Authoritarian Postal Culture?

Itis in the spirit of scientific management we can better understand the core values
of the USPS. An organization’s core or bedrock values are its most fundamental val-
ues. They determine in large measure how an organization will treat its employees
while in pursuit of achieving organizational goals.

In examining USPS's early history of postal culture, its strategic plans, the role of the
Board of Governors, the role of the USPS Office of Inspector General, and reports by
Kappel, the GAO, congressional committees, and the Califano commission®, the fol-
lowing core values became evident:

1. Achievement of corporate, strategic goals such as organizational productiv-
ity, customer service efficiency, and revenue generation needs to take high
precedence over employee satisfaction, dignity, and respect.

2. Theend justifies the means; thatis, do whatever is necessary to reach organi-
zational goals.

3. Command and authority structure needs to be rigid and hierarchical, as op-
posed to flexible, adaptable, and participative.

4. Employees are viewed as replaceable and their production output needs to
be highly measured and monitored.

In short, the core values embedded within the postal culture can be characterized
as simply supporting the end justifies the means, and lacking in consideration for
employee welfare, respect, or dignity. It employs outcome-driven, bottom-line ap-
proaches and doing whatever is necessary to reach organizational goals.

The shared meanings and perspectives on how to accomplish strategic goals relat-
ing to both USPS'’s bedrock values and organizational structure are highly visible in
the autocratic management style of senior management, middle management, and
first-line management. The impact of these autocratic management styles has had
serious consequences at postal work sites throughout the country in the form of
widespread tensions, anger, turmoil, and fear.x

xv  As noted in chapter six, Appendices C-E, and parts 1-2 of this chapter.

xvi The noted consequences resulting from autocratic management styles are documented in Ap-
pendices C-E, chapter six, and sections 1-2 of this chapter.
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Conclusions

The core values embedded in the USPS’s organizational culture and its alignment
to its organizational structure has engendered a paramilitary, authoritarian postal
culture. It is a culture that promotes unilateral, top-down approaches to manage its
employees and their workload. This bottom-line mentality is highly visible in postal
facilities where autocratic management styles are too often characterized by use of
fear, harassment, bullying, or intimidation to achieve service, financial, and produc-
tivity goals. These management styles are frequently rewarded by promotions, an-
nual merit raises, or cash awards for achievement of corporate goals.

Consequences of the unilateral, top-down approaches employed by the USPS in-
clude widespread fear, anger, stress, and turmoil, for both craft and management
employees alike. Because of the concerted efforts by the USPS’s Board of Governors
to contract out core postal operations, these negative consequences have escalated
in the last several years. Also, since these management approaches are systemic in
the USPS, many postal facilities have toxic work environments and can thereby be
a catalyst or trigger for serious acts of workplace violence, including homicide and
suicide.

Based on my review of a myriad of reports, studies, and investigations regarding the
USPS culture, coupled with my experience as an insider, it is an inescapable conclu-
sion that the USPS is a highly paramilitary, authoritarian organization.

Kappel Report

As indicated in chapter six, in 1968, a presidential commission issued a report titled
Towards Postal Excellence.'® This report commonly has been referred to as the Kap-
pel Report, after the commission’s chairman. The Kappel Report was the first major
report to underscore the existence of rigid autocratic management styles and fre-
quent poor employee relations within the USPS. For example, in the report it was
stated that “[s]upervision tends to be strongly authoritarian ... and there are fre-
quently bad relations between worker and boss.”"™®

The concerns noted in the Kappel Report about authoritarian management styles
and strained employees relations were an important focus of congressional com-
mittees and the Government Accounting Office (GAO) during the 1980s and 1990s,
especially in light of the multitude of postal workplace tragedies during this time-
frame. | analyze the findings of these investigations, reports, and reviews below.
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GAO and Congressional Reports from 1986-1992

From 1986 to 1992, five significant GAO reports'"" were provided to congressional
committees regarding the workplace environment and culture of the USPS. In what
follows, | will highlight relevant findings from these documents as they pertain to
a harsh postal culture. In this section, | also examine the congressional report of
19922 titled A Post Office Tragedy: The Shooting at Royal Oak.

December 1986 GAO Report

In the December 1986 GAO report' titled USPS Employee-Management Relations at
the Evansville, Indiana, Post Office, the chief findings were: a) three employees were
fired without having their performance adequately documented, b) two employees
were fired after on-the-job injuries, and c) three employees who had prior military
service were fired without notification of their appeal rights under the Merit System
Protection Board. Despite these findings, one of the conclusions of the report was
that the workplace climate had improved subsequent to their initial 1980 review.

March 1988 GAO Report

In March 1988, GAO issued a report'* titled United States Postal Service Employee-
Management Relations and Customer Services at the Simi Valley, California Post Office.
This GAO report was a follow-up to see if there were improvements made at the
facility. In this report, the GAO referenced the chief findings of a 1986 GAO report on
this facility in 1986, which were: a) a majority of the employees interviewed indicated
that they were being harassed and treated with disrespect by their supervisors, b)
union grievances were not handled properly, and c) employee-management chan-
nels had broken down. The report concluded that significant improvements were
made since November 1986.

October 1989 GAO Report

The GAO issued another significant report in October 1989'"* titled United States
Postal Service Improved Labor/Management Relations at the Oklahoma City Post Office.
Similar to the March 1988 GAO report previously discussed, this report indicated that
there was marked improvement in the workplace environment after the August 1986
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tragedy, where letter carrier Patrick Henry Sherrill killed fourteen of his coworkers,
wounded six others, and then committed suicide at one of the postal facilities in the
Oklahoma Division i

Interestingly, in an interview with the current Oklahoma Division manager at the
time of the subject GAO investigation, he reportedly told the GAO officials that the
relations between labor and management had been poor for at least sixteen years,
and in 1986, it even worsened when new postal management became more rigor-
ous in enforcing policies and practices. This new emphasis on “enforcement” led to
increases in disciplinary actions and interference with the unions’ legitimate union
activity, a condition that the GAO referred to as endemic strife''® in their report. The
GAO reported that conditions became so bad during this timeframe that discipline
and grievances were indiscriminate.

One of the GAO conclusions noted in this 1989 report is particularly interesting and
telling. Why? Because even after the horrific Oklahoma murderous rampage com-
mitted by Patrick Sherill, postal management did not even slightly change the work-
place conditions in the Oklahoma post offices. Instead, conditions worsened until the
GAO began its inquires as a result of prompting from congressional committees.

It is telling because the GAO was probably all too aware of how postal facilities
with poor workplace climates may improve in the short term, but in the long term
it generally was different. The lesson here is that continual oversight and account-
ability are necessary in order to ensure that workplace improvements are main-
tained, especially when the negative or toxic workplace conditions have had a
long history.

In response to this report, Anthony Frank, Postmaster General, in a memo to a GAO
official dated September 12, 1989, strongly suggested throughout that the local
unions were high contributors to the previous negative workplace conditions. He
indicated in this letter that management’s implementation of procedural changesin
1986 and early 1987 to ensure compliance with previously unenforced postal regu-
lations were appropriate.'”” Rather than any acknowledgement by Mr. Frank of the
existence of an autocratic or paramilitary management approach to achieve orga-
nizational goals within the USPS, the “blame” was pointed elsewhere and rational-
izations were provided. Ostensibly, he was more concerned with the image of the
Postal Service rather than addressing the real issues.

xvii An in-depth account of this postal tragedy can be found in Appendix B.
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June 1992 Congressional Report

On June 15, 1992, the Congressional Committee on Post Office and Civil Service’s in-
vestigative report,''® titled A Post Office Tragedy: The Shooting at Royal Oak, was pub-
lished. As noted in Appendix B, on November 14, 1991, Thomas Mcllvane fatally shot
four postal workers and then himself.

It is important to point out that this congressional committee’s inquiry relied heav-
ily on an April 1990 GAO report,'” as well as Senator Carl Levin’s file,’® which was
based on a two-month investigation conducted by staff members from the office
of Senator Carl Levin and hereafter is referred to as the Levin Memorandum. The
Levin Memorandum was written only two months prior to the Royal Oak’s postal
tragedy. Despite the involvement of his staff in issues and concerns about serious
labor-management problems within the Royal Oak MSC, they were never addressed
by postal management. In the June 1992 congressional report, a passage from the
Levin Memorandum was noted in the record. It stated:

It was found by GAO that the USPS’s management style caused
tension between its employees and their union. This tension was
blamed for heart attacks suffered by three employees and numer-
ous physical confrontations by supervisors. Many of these super-
visors have been brought to Royal Oak by Mr. Prescilla. The GAO
report also found that in a two-year period the Indianapolis divi-
sion issued 2,700 disciplinary actions against a workforce of 4,000
[emphasis added] ... [T]hese patterns are taking place in this region
since the arrival of Dan Prescilla as MSC Postmaster (which was a

promotion).’

Interestingly, one of the supervisors who was transferred and promoted to Royal
Oaks from Indianapolis was Thomas Mcllvane’s supervisor. In testimony referenced
in the 1992 congressional report from a supervisor at Royal Oaks, it was noted: “In an
interview with one supervisor at Royal Oaks, it was reported that some supervisors
purposely tried to ‘set up certain letter carriers, one of whom was Mcllvane, to make
examples of them.””'?? An overarching conclusion from the Levin Memorandum was
the use of excessive discipline and the existence of harsh work conditions through-
out the Royal Oak MSC. For example, it stated:
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All the materials here show an intent on the part of MSC man-
agement to manage through the use of threat, fear, intimidation,
demotions, involuntary detail and sometimes physical confronta-
tions ... Mr. Prescilla not only alienated the postal unions in his MSC,
he also alienated the management associations. For example, one
high-ranking management association leader for the supervisors
wrote a very critical article in the association’s magazine’s with re-
gard to the management style in Royal Oak. Also, at a Postmaster
Association meeting in June 1991, at their national convention, a
resolution passed criticizing Prescilla ... During Prescilla’s tenure,
serious customer services were curtailed and mail was delayed to
improve on work hour usage, which resulted in rampant customer

complaints.’?

In the 1992 congressional report, it indicated that after a meeting between Sena-
tor Levin’s staff and Mr. Prescilla’s boss, John Horne, the Detroit Division postmaster,
Mr. Horne showed no concern about the serious issues occurring in Royal Oak. It
was reported'* that he continued to publicly express his support of Mr. Prescilla,
even one month before the Royal Oak tragedy.

The most chilling findings and conclusions of the 1992 congressional report were
the uncaring and insensitive responses from postal headquarters prior to the Royal
Oak tragedy and shortly after it occurred. The Levin Memorandum was given to the
postal headquarters’ staff prior to the tragedy, but in testimony to the congressional
committee it was reported that their response was that “They did not review any
labor relations problems because labor/management relations are considered a re-
gional manner.”'® Despite this official declaration, the report cited that the regional
office was instructed by postal headquarters not to review the labor relations prob-
lems. Ostensibly a case of classic finger-pointing.

This reported callous attitude and posture by the Postal Service was summed up in
the report as follows: “Thus, prior to the killings, no one reviewed the labor/manage-
ment climate at Royal Oak—in spite of Senator’s Levin’s file, the NAPS resolution, in-
formational picketing, increased number of grievances and adverse press articles.”'?

The most disturbing statement was presented in a memorandum by Anthony Frank,
Postmaster General, to Senator Levin, dated November, 19, 1991, five days after the
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postal massacre at Royal Oaks. In this memorandum, he submitted a plan of action
to address concerns noted in the Levin Memorandum. Mr. Frank listed three actions
where he would address the “human relations climate at the MSC.”'¥ This on its
face is not problematic; what is disconcerting, however, was the uncaring, insensi-
tive attitude displayed throughout the memorandum. In a dismissive posture in the
memorandum, Postmaster General Frank stated:

You should also be aware that there are two processes through
which employees may address dissatisfaction with management
actions or alleged discriminatory treatment at any time. Employees
who are dissatisfied with management action may file a grievance
under the grievance-arbitration procedures established by the Na-
tional Agreement with the postal unions ... Also, an individual who
believes that he or she had been discriminated against on the ba-
sis of race, color, sex, religion, national origin, or physical or mental
handicap may seek a resolution through the Equal Employment

Opportunity Complaint process.'

Clearly, Mr. Frank did not address the core issues pertaining to, arguably, a well-
documented case of a harsh, toxic workplace. Instead, he simply deflected the is-
sues by pointing to avenues of employee redress.

September 1992 GAO Report

The September 1992 GAO report'® titled Royal Oak Tragedy was a response to the
previously discussed congressional inquiry and report. The purpose of this GAO
review was to ascertain if the management practices identified in the congressio-
nal report prior to the tragedy were proactively addressed after the shooting. The
report cited findings from a comprehensive Postal Inspection Service report. The
Postal Inspection report showed that budget hours savings prior to the Royal Oak
tragedy was achieved at the expense of customer service and tight management of
letter carriers’ time in the office and on the street.

The GAO report confirmed this finding in their investigation and thereby provided
credence to congressional committee members’ well-founded concerns about
events and concerns prior to the shootings.”® The GAO, however, concluded that
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the USPS had finally taken positive steps to reverse the toxic workplace conditions
that existed prior to and up to the date of the Royal Oak massacre. Steps that, argu-
ably, were necessary before the tragedy occurred, especially in light of the Levin
Memorandum.

1993 Joint Hearings to Review Violence in the USPS

In August and October 1993, a congressional committee and two sub-committees''
with oversight authority held joint hearings with the stakeholders of the USPS. The
chief purpose of these joint hearings was to review postal violence and violence pre-
vention steps taken by the USPS. It is important to note that in 1992 Roy Barnes shot
himself in front of coworkers on the workroom floor. In May 1993, there were two
more workplace tragedies on the same date, in which Lawrence Jaison and Mark Hil-
bun killed coworkers in postal facilities. Prior to these joint hearings, there had been
fifteen workplace tragedies leaving many dead or injured. These events are chroni-
cled in Appendix B and were the impetus for the joint congressional hearings.

At the congressional joint hearings, the factors that may have contributed to the
numerous workplace tragedies in the USPS since 1983 were examined, including
stressful working conditions. Stakeholders who testified at these hearings included
the postmaster general, postal union leaders, and postal management association
leaders. Marvin Runyon, Postmaster General, testified that the USPS had been taking
affirmative steps to improve the workplace environment.

He pointed out that all executives in the USPS would be provided 360-degree feed-
back, where they are evaluated anonymously by their boss, peers, and direct reports.
He testified that this initiative would cascade throughout the ranks of management
personnel in the USPS. As a result of this 360-degree feedback process, he indicated
this would impact upward mobility and demotions because not having or not im-
proving in the area of “people skills” would be a determining factor in promotions or
demotions. However, the USPS only continued with this 360-degree feedback initia-
tive for two years and it never cascaded to middle and first-line management.

Mr. Runyon touted the use of the “Employee Opinion Survey” (EOS) as a useful tool in
assessing and improving the workplace climate. He testified that executives would
receive one-third of their performance-based compensation as a result of improve-
ment in the EOS index score. This survey was abandoned several years later because
of uproar from the postal unions. Remarkably, a labor advocate for the USPS misused
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the results of the survey during binding-arbitration hearings, where he emphasized
that the survey showed that a sizable majority of postal employees were satisfied
with their pay and benefits. A new survey called the Voice of the Employee (VOE)
was later implemented by the USPS in 1997.

In his testimony, Mr. Runyon stated that after the two workplace tragedies in May
of that year, focus groups were held all over the country. When asked for the docu-
mentation of these meetings, his answer was that “[flocus groups were conducted
on a local basis with no requirement to report back to headquarters regarding re-
sults.”3?

In the district | worked at during this time, however, | was informed that it was a
requirement that all focus groups meetings be documented and sent to the area of-
fice. | personally took notes at a focus group meeting at a major mail and processing
facility during this time, submitting a report to the area office. It is my opinion that the
USPS did not want to share this information with the congressional committee because,
despite the testimony to the contrary, one of the major themes pinpointed from the fo-
cus groups would have been complaints about the existence of a highly autocratic and
paramilitary management style in postal facilities throughout the USPS.

In response to one question from a Congressman regarding keeping employees in-
formed on changes in the USPS, Mr. Runyon replied:

There has been a significant change in our commitment to involve
employees in the workplace decisions that will affect them. There
are a number of important efforts underway to ensure that em-
ployees who will be affected by route adjustments and automation
equipment are properly informed as to how it might personally

affect them.’®

| personally find this incredulous because this issue is still relevant and has never
been fully addressed. Employees have routinely been reassigned to new jobs with
little planning or communications and kept in the dark about relevant issues. On
numerous occasions, | have seen route adjustments conducted without any involve-
ment from letter carriers. Only since 2007 has this issue begun to be addressed by
a joint task force comprised of members from the National Association of Letter
Carriers (NALC) and the USPS. Finally, in November 2008 an interim agreement was
reached on how to address route adjustment issues.
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Two Comprehensive GAO Reviews of the USPS

In March 1992, prompted by the Royal Oak tragedy, congressional oversight com-
mittee members requested that the GAO conduct a full-scale review of the USPS's
labor-management relations, including the current status of these relations, past ef-
forts to improve relations, and opportunities for further improvements. Subsequent
to this request, in 1994, the GAO submitted a 156-page report'** titled U.S. Postal
Service Labor-Management Problems Persist on the Workroom Floor. As a follow-up to
this report, in October 1997, the GAO released its 111-page report'* titled U.S. Postal
Service—Little Progress Made in Addressing Persistent Labor-Management Problems.
Below I review both the 1994 and 1997 GAO reports.

March 1994 GAO Report

In this 1994 report, Marvin Runyon was quoted as follows: “Autocratic management
is out.”*® The report noted Mr. Runyon indicated that employee empowerment was
one of the key elements of his agenda as postmaster general. As the reader will
clearly see in this review and subsequent reviews, autocratic management has not
been rooted out in terms of how employees are managed in their day-to-day perfor-
mance, nor has employee empowerment taken root. The findings from the October
1997 GAO report, as well as other reports and personal accounts, provide support
that employee empowerment in the USPS has dramatically diminished over time.

Based on interviews with employees in postal management, postal unions, and
management associations in mail processing plants and post offices throughout
the country, the GAO reported'’ that these employees generally characterized the
USPS’s workplace culture as: 1) having highly structured work rules, 2) having an au-
tocratic management style, and 3) historically with work conditions that contributed
to the violent episodes at postal facilities since 1983.

Efforts to Change its Corporate Culture

The 1994 GAO Report noted that the USPS articulated three actions to change its cor-
porate culture, including: 1) restructure the organization, 2) establish a national leader-
ship team, and 3) modify performance management incentive systems. The restructur-
ing of the organization actually created more stress and hardened the postal culture.
Over thirty thousand management positions were eliminated from August 1992 to
November 1992, many of which were critical middle management positions.
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The elimination of these positions in the 1992 restructuring placed increased work-
loads on the first-line management, resulting in increased levels of stress for all field
operations personnel. This initiative over the years led to a harsher postal culture.
In the last three to four years, complement management has become the major
buzzword—a clarion call to eliminate as many positions as possible. For example,
complement management committees at each district are heavily pressured by
area offices and headquarters officers to cut positions. Not cutting positions, even
when it is wise not to so, is a career decision for many executives.

It is important to note that in early March 2008, members of postal headquarters
began conference calls to district managers requesting that first-line supervisor po-
sitions be reduced by two thousand four hundred nationwide.'® Shortly thereafter,
a hiring freeze was initiated throughout the USPS. These events have increased the
stress levels at many postal facilities where resources and workload requirements
were already highly problematic for field supervisors, managers, and postmasters.

The streamlining of management positions in the 1993 restructuring, combined
with increased workload and less resources for field management personnel in the
past ten years (especially in the last three to four years), eventually served to de-
grade the corporate or organizational culture of the USPS. The second action, the
establishment of a national leadership team, which touted to improve the culture of
the USPS, was short-lived.

Only for a short period of time after the 1993 restructuring were the major postal
unions and management associations permitted to attend and participate at top-
level corporate meetings. Historically, the postal unions and management associa-
tions were not viewed as relevant stakeholders regarding information sharing or
input at any level within the organization, and this viewpoint still prevails.

The third action heralded by the USPS, as noted in the 1994 GAO Report, was its
emphasis on a new performance management incentive system where officers and
executives would be rewarded for “people skills” as a means to improve the orga-
nizational culture. This new focus emphasized treating employees respectfully and
fostering teamwork as opposed to the “old system,” with its emphasis on budget,
productivity, and controlling sick leave and injury rates.

This new incentive system was limited to improvement in the “Employee Opinion
Survey” scores and the 360-degree feedback process, both of which were discussed
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previously. Suffice to say, their impact or emphasis on changing organizational cul-
ture were insignificant or short-lived.

Shortly after the 1992 restructuring, there was more of an emphasis and focus on
improving employee relations, but its emphasis only lasted three to four years. Dur-
ing this timeframe, there was increased emphasis on customer service targets and
decreased emphasis on budget. Thereafter, especially in recent years, the emphasis
on fostering people skills and healthy workplace environments was greatly deem-
phasized in favor of high workload expectations, budget reductions, revenue gener-
ation, performance improvements, and improved service in a myriad of categories.

In summary, none of the three actions touted in the 1994 GAO report by the USPS
came to fruition. One of the overall conclusions of the report was that, for the most
part, the USPS did not implement changes below the national level and executive
management levels in the field. Consequently, labor and management relations at
many postal facilities continued to be highly adversarial and employees were caught
in the proverbial middle.

October 1997 GAO Report

The 1997 GAO report, as mentioned previously, was a follow-up to the 1994 GAO
report. One of the major conclusions of this report was: “[L]ittle progress has been
made in improving the persistent labor-management relations problems that
had, in many instances, resulted from autocratic management styles.” *° The re-
port also indicated that many of the initiatives espoused by the USPS as a means
to improve its organizational culture never were fully implemented or they were
discontinued.

One specific failure regarding improvement in relations between the USPS and
National Association of Letter Carriers (NALC) was “delivery redesign.” Both sides
agreed that the current system fostered too many tensions between supervisors
and letter carriers on the workroom floor and on the postal routes. In the 1994 GAO
report, it was noted that the labor-management relations between the USPS and
the NALC could be vastly improved if they jointly strived to create a “delivery rede-
sign” system, similar to the rural carriers. However, according to NALC officials, the
USPS repeatedly rejected its invitations to work together for achieving a workable
system.
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What became clear is that both sides ended up far apart on the development of a
new delivery system and formed separate teams to study the issue. To this date, no
agreement has been reached and the tensions and stress between supervisors and
letter carriers continue to remain a very volatile and serious issue. As a result of the
national agreement between the two parties and a 2008 “Memorandum of Under-
standing,” as discussed in detail in Appendix D, there may be some hope that they
can develop a system viewed by both parties as fair and workable.

Another specific failure to the dismay of the NALC, which was not fully addressed in
the GAO report, was the unilateral termination of the Employee Involvement pro-
gram in 1996 by the USPS. This program began in 1982 with the promise of alleviat-
ing the adversarial relationship between postal unions and postal management. The
NALC contends that this action purposely coincided with the NALC opposition to the
USPS unilateral implementation of a new letter carrier redesign system. NALC viewed
the termination of the El as a clear sign from the USPS it was moving from a position
of jointness and cooperation to a position of domination and confrontation.

| vividly remember the ramification of these issues with the USPS as an internal con-
sultant. | agree with the conclusion that, commencing with the unilateral termination
of the El program in 1996, the USPS started an unmistakable campaign of domina-
tion and confrontation with the NALC. This conclusion is discussed in detail in chapter
eight and Appendix D with regard to the issues of both delivery redesign and EI.

In response to the 1997 GAO report, Marvin Runyon, Postmaster General, was in
agreement with the finding that progress in the relations between postal manage-
ment and the unions was limited, isolated, and unimpressive. He indicated that he
favored an independent commission comprised of a national, impartial academic
body to study the USPS, which was previously proposed in a congressional bill. A
postal-funded commission eventually was formed and its report is discussed below.

August 2000 Report of United States USPS
Commission on a Safe Workplace

In chapters three and four, | reviewed many of the findings of this commission re-
port'? as they pertained to violence in the workplace. In the previous examination,

xviii Also, in Appendix D, the unique concerns from other postal unions and the management orga-
nizations are investigated as they relate to the organizational culture of the USPS and the previously
discussed congressional and GAO reports, including more recent reports.
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the report was referred to as the Califano Report and | will continue to do so. The
Califano Report, besides focusing on violence in the workplace within the USPS, as
compared to the national workforce, assessed the USPS’s organizational culture and
its violence prevention strategies. In the foregoing, some of the more salient obser-
vations, findings, and conclusions in the report are discussed.

Two Survey Dimensions: Positive Attitude Toward Management and Autonomy

As part of the Califano study, they surveyed twenty thousand postal employees and
then compared the results to the national workforce as a whole. Two important di-
mensions of the survey were “positive attitude toward management” (seven items)
and “autonomy” (four items).'"!

Regarding the dimension “positive attitude toward management” used in the Cali-
fano survey, postal employees had a less favorable attitude on all seven items com-
pared to the national workforce. Overall postal employees scored only 58 percent
favorable rating compared to the national workforce score of 79 percent'* on
this dimension.

On the specific item, “I have confidence in the fairness and honesty of manage-
ment,” postal employees scored 37 percent favorably while the national
workforce scored 60 percent favorably.”* Broken down by postal unions, the
favorable rating on this particular item was as follows: city letter carriers 32 per-
cent, APWU 32 percent, rural carriers, 58 percent, and mail handlers 25 percent.
The rural carriers generally have been content with their work environment in
that historically they have been more empowered in carrying out their assigned
duties. Sadly, this has changed significantly in the past several years. Collectively
the favorable rating for the two management categories on this item was at 59
percent.

As for the dimension “autonomy” used in the Califano survey, postal employees had
a less favorable attitude on all four items compared to the national workforce. Over-
all, postal employees scored only a 39 percent favorable rating compared to the
national workforce score of 77 percent,'** nearly half as likely to have positive
perceptions on this dimension.

On the specific item, “l have very little freedom to decide how | do my work,” postal
employees scored 23 percent favorably while the national workforce scored 48
percent favorably.'* Of the six job categories, the highest agreement to this state-
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ment was the city carriers at 62 percent. This score makes sense in that, historically,
letter carriers have been micromanaged more than any other craft or postal man-
agement job categories.

Although the Califano Report goes the “extra mile” in its attempt to place the USPS
in the best possible light, especially in its cover letter to the Postmaster General, sev-
eral of their observations or comments strongly contradict this positive assessment.
It is important to highlight these points in order to show the continuity of a postal
culture that uses rigid, autocratic management styles to achieve bottom-line results.
Below, | provide two excerpts in the Califano Report that essentially validate the con-
cerns of previous GAO reports, especially the 1994 and 1997 reports.

Ininterviews and focus groups, supervisors’ and managers’ behavior
came up repeatedly as a focus when we asked about workplace vio-
lence. Thus, a complex picture emerges, of an organization in which
management styles are changing but in which “old-style” manage-
ment is still prevalent and highly salient in influencing the work cli-

mate and perceptions.'®

Postal Service employees have more negative views of managers
than do employees in the national workforce ... Arbitrators who
handle postal grievance cases commented, “Supervisors ... don’t
have the proper training to manage so they become militaristic,”
and “Employees are regularly spoken down to— not privately, they
do it publicly. The norm is the employee is embarrassed, ridiculed in
the presence of other employees.” Managers commented, “Maybe
30 percent of managers are good communicators, 70 percent are
still from the old school,” and “We need to break the paradigm of

what a leader is."”

In chapter four, specific findings and conclusions in the Califano Report were high-
lighted, findings and conclusions that strongly appeared either deceptive or very
misleading. In the previous examination of the dimensions of “positive attitude to-
ward management” and “autonomy,” the main problem is that the significant find-
ings related to these two dimensions were not considered important enough to
be emphasized either in the cover letter of the report or in the beginning of the
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report. A reasonable conclusion that can be drawn from this omission is that the
authors’ intention was to provide “positive headlines” for the USPS’s public relations
campaign.

Organizational Culture of the USPS

In order to understand the postal culture, we need to first look at what are the rel-
evant parts of a culture. Subject matter experts generally agree that the main parts
of a culture include: 1) ethical core or bedrock values, as to what really matters and
what is important, 2) shared meanings and perspective on how things are to be ac-
complished, 3) shared stories, 4) rituals (i.e., routines, customs, and traditions), and
5) codes or expectations (i.e., norms) for ways of behaving.

These five factors, when viewed in the context of a business or company, are fre-
quently referred to as organizational culture. One management scholar cogently de-
scribes the development of an organizational culture as follows: “Organization cul-
ture evolves from myriad sources, including the organization’s history, its patterns of
successes and failures, its founders, its policies and practices.”'* For these reasons, |
examined the building blocks of the postal culture in great detail

Of the five parts of the USPS organizational culture, | only examine two below, namely:
bedrock values and shared meanings and perspectives on how things are to be accom-
plished. In this examination, | placed heavy emphasis on top management’s role in
the creation and sustaining of these two factors. | consider the other three factors of
postal culture, including shared stories, rituals, and codes or expectations for ways of
behaving in the next chapters.

Bedrock Values

An organization’s core or bedrock values are its most fundamental values and they
determine, in large measure, how an organization will treat its employees in achiev-
ing organizational goals. As a result of examining the building blocks of the postal
culture,* the following core values became evident:

xix See chapter 6, sections 1 and 2 of this chapter, and Appendices C-E.

xx  See USPS’s early history (chapter six), its strategic plans (Appendix C), impact of board of gov-
ernors on postal culture (Appendix D), impact of OIG on postal culture (Appendix E), and reports by
Kappel, GAO, congressional committees, and Califano commission, (sections 1-2 of this chapter)
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1. Achievement of goals such as organizational productivity, customer service
efficiency, and revenue generation needs to take high precedence over em-
ployee satisfaction, dignity, and respect. The end justifies the means; that is,
do whatever is necessary to reach organizational goals.

2. Command structure needs to be rigid and hierarchical as opposed to flexible,
adaptable, and participative.

3. Employees are viewed as replaceable and their production output needs to
be highly measured and monitored.

In looking at the core values of the USPS, it is clear that they have adopted, as the
means of achieving organizational goals, the tenets of scientific management as
opposed to the human relations approach to management. The scientific manage-
ment tenets conclude that the manager does the thinking and the employee does
the labor. Furthermore, all aspects of the employees’ labor needs to be rigorously
and uniformly timed and measured.

In sum, based on my examination, it became clear that the core values embedded
within the postal culture can be characterized as supporting the end justifies the
means:lack of consideration foremployee welfare, respect, and dignity; a bottom-line
driven approach, and to do whatever is necessary to reach organizational goals.

Shared Meanings and Perspectives on How to Accomplish Strategic Goals

The notion of shared meanings and perspectives in the context of how to accom-
plish strategic goals in the USPS is primarily related to its core values. The USPS’s
recent strategic plans, coupled with its continual attempts to slowly and deliber-
ately privatize its core operations, have had a very negative impact on a preexisting
harsh postal culture These actions are reflective of its bedrock values. For example,
the Board of Governors approved strategic plans from 1998 to 2008 are reflective of
views that employees’ welfare is secondary to achieving organizational goals, that
a rigid and hierarchal command structure is necessary, and that employees’ work
needs to be highly measured and monitored.

The shared meanings and perspectives emanating from the USPS’s bedrock values
are reflective of its organizational structure. The formal decision-making framework
where job tasks are divided, grouped, and coordinated is accomplished in a top-
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down command approach. It is in this light that we can see the results of the top-
down command approach in terms of workplace anger, stress, fear, and turmoil.

More specifically, the shared meanings and perspectives on how to accomplish
strategic goals as they relate to both the USPS'’s bedrock values and organizational
structure are clearly seen in the autocratic management styles of higher manage-
ment, middle management, and first-line management. The results of these auto-
cratic management styles are well documented throughout Part 4 of this book. In
this extensive review of the postal record, reports of intimidation, harassment, bully-
ing, unilateral decision-making, and high monitoring of employees were frequently
noted as highly problematic.

Concluding Remarks

In this chapter, the bedrock values of the USPS and their relationship to shared
meanings and perspectives by postal management on how to accomplish strate-
gic goals were identified and discussed. The impact of these values, shared mean-
ings, and perspectives were briefly discussed in terms of how they influenced
management styles in particular and the postal culture overall.

Based on the identification of the major themes, as they pertain to the building
blocks of postal culture and how they play out in many of the postal facilities na-
tionwide, the overall conclusion is that the USPS has a culture that can be described
as paramilitary or authoritarian. It is a culture that promotes a unilateral, top-down
approach to managing its employees and their workload.

This bottom-line mentality is highly visible in postal facilities where autocratic man-
agement styles are too often characterized by use of fear, harassment, bullying, or
intimidation in order to achieve service, financial, and productivity goals. These man-
agement styles are frequently rewarded by promotions, merit increases, training op-
portunities, or cash awards for achievement of corporate goals. Real life examples
of the impact of this postal culture on its employees are provided in the next two
chapters.



CHAPTER EIGHT

Postal Culture from An Insider’s Perspective

In this chapter, | present my relevant experiences in the USPS from 1973 to 2007,
which point to a harsh, authoritarian culture. Because of space requirements, the
chronicling of experiences in my craft positions are relatively brief, while the chroni-
cling of experiences in postal management are more detailed. The reporting of these
lived experiences serves to validate the conclusion that there exists, in agreement
with the ample evidence examined and presented throughout many of the chapters
of this book and its appendices, a harsh postal culture.

Stated differently, my personal experiences, as | report in this chapter, are in agree-
ment with the conclusion that the postal culture fosters a management style at all
levels of the organization that is oppressive, autocratic, and uncaring. This claim isin
agreement with the documentary, quantitative, qualitative, and anecdotal evidence
| reviewed from congressional hearings and investigations,'® GAO reports,'*° postal
commission reports,’' USPS strategic plans,’*? and from the literature in the work-
place violence field.

As mentioned in chapter six, the effects of postal management’s unilateral, top-down
approaches that play out on the workroom floor are reflective of the bedrock values
embedded in the postal culture and lead to workplace bullying, harassment, and
emotional abuse. Suffice to indicate at this point, bullying and emotional abuse
are used interchangeably in this chapter and they are generally defined as having a
longer duration than harassment.

Career Highlights with the USPS

xxi  The notions of bullying, harassment, and emotional abuse in the workplace are defined and
discussed in chapter two.
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My career with the USPS began in 1973 as a letter carrier at a Southern California
postal facility. From 1974 to 1986, | held postal clerk positions at five different postal
facilities in Southern California. Duties at these offices included mail delivery, mail
processing, letter sorting machine (LSM) operator, special delivery messenger, expe-
diter, and responsibility for handling and distribution of accountables (i.e., registers,
certifieds, and CODs) to letter carriers.

From 1986 to 2007, | held management positions at one management sectional cen-
ter (MSCs), one division, and two district offices, one of which was a division prior to
the 1993 restructuring. Three of the four positions, from September 1986 to October
1994, were as an Employee Assistance Program (EAP) representative. The last posi-
tion | held, from October 1994 to January 2007, was as a Workplace Improvement
Analyst, an internal consultant.

Craft Positions

City Letter Carrier

In 1973, my first career position with the USPS as a letter carrier at a city delivery
station was a real “eye-opener.” Employees told me that the postmaster was well
known at all levels of the organization, including postal headquarters, because of his
reported bullying of city letter carriers. They said that higher-level managers did not
care and condoned his management style.

They indicated that numerous city letter carriers had been fired based on trumped-
up charges and had their paychecks delayed for weeks if they filed grievances or
other complaints. | was told that numerous employees had quit because of poor
treatment, inability to take their daily breaks—including lunch breaks—and be-
cause they had the longest routes in the country. Several letter carriers told me on
one occasion that some of the letter carriers at the station, while at a private affair
and off postal premises, beat up the postmaster bad enough that it required him to
be hospitalized. | was informed that when he came back to the station, he carried out
the same tactics of intimidation and bullying.

My first training experience at that station was on an auxiliary route, which normally
required an experienced letter carrier about four to five hours to complete daily. In
addition to carrying the auxiliary route, | was required to deliver special deliveries

xxii These positions and the associated duties are discussed in chapter five.
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and to make a morning collection. After about four days on the route, | was told by
my supervisor that the postmaster thought that | was too slow. | was already skip-
ping all my so-called “entitled” breaks during the day.

Accordingly, in order to finish the route more quickly, | cut through customers’ yards
to save time on my deliveries and, when practical, I literally ran from delivery point to
delivery point and back to the postal vehicle. The postmaster was then very pleased
with my performance. My reward for finishing the route in three hours or less was to
learn the clerk scheme in the office for all twenty city delivery routes. In other words,
| was given additional duties and a heavier workload.

Postal Clerk #1

Since | was in my early twenties and | did not have a family to support, | decided to
quit the letter carrier position and applied at another postal facility as a clerk. With-
in several months, because | had received positive recommendations from postal
management at my previous job location, | was hired as a clerk and later qualified on
the letter sorting machine (LSM). This was a relatively new, semi-automated system
to sort mail by zip code and letter carrier routes within a defined zip code.

While employed at this mail processing postal facility, there was an incident with two
postal police agents and a coworker was assaulted. The circumstances included that
two coworkers and | left the facility to go to lunch and, while leaving, we apparently
made too much “noise.” After returning to the facility, one of the postal police agents
read an excerpt from a postal manual about employee conduct, stating employees
needed to refrain from creating an unpleasant work environment.

One of my coworkers apparently was not attentive while the postal police agent
read this excerpt so the agent told him that he did not like his attitude. My cowork-
er smartly responded back, “You mean you can see my attitude?” The postal police
agent became violent. He hit his gun in his holster several times with his hand and
then ran toward and tackled my coworker to the ground. After he calmed down, he
told us to go back to the work area.

My coworker was highly distressed and scared as a result of this verbal and physical
assault. When | got back to the mail processing area in the facility, | informed a tour
manager what had occurred. After a follow-up meeting with him several days later,
he said it was just a misunderstanding and | needed to let it go. | was outraged that
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this could happen in a postal facility, without any consequences, for someone who
clearly assaulted an employee while on duty.

Postal Clerk #2

At this Southern California main post office, | was a distribution clerk from 1978 to
1982. There were approximately seventy-four city delivery routes at the station. In
1980, the postmaster selected his second-in-command for the vacant manager, cus-
tomer services position. Supervisors at the office disclosed to me that this manager
was more or less forced on the postmaster from a higher level manager.

The new manager, who | will call John hereafter, was a rather tall and large person
who liked to use his stature and presence to intimidate and harass the employees
in the office. He had little respect for personal boundaries and would hide behind
city letter carrier cases ostensibly to “monitor” their work. City letter carriers reported
that he would hide behind bushes or cars while they were delivering their routes. He
even illegally posted a memorandum on employee bulletin boards, falsely stating
that he was the official Equal Employment Opportunity officer for our facility.

Within several months, John created a toxic workplace environment™i in our postal
facility. On one occasion, while | was distributing mail to the city letter carriers’ cases,
| noticed that he issued a letter of warning for unsatisfactory performance to over
two-thirds of the city letter carriers in the facility.

The letters of warnings were placed on the desk of the letter carriers’ cases and the
charges noted for unsatisfactory performance were identical. This egregious public
action showed that John not only disrespected their due process rights, but also dis-
counted their right to privacy. His motive ostensibly was to instill fear and thereby
achieve higher productivity from them. He was successful in his goal. Productiv-
ity goals were exceeded; however, a toxic work environment was created in the
process.

Fortunately for the employees at this postal facility, John was promoted to another
postal facility less than a year from his arrival at our unit. | was told later he eventual-
ly was promoted several more times, and the last position was an executive market-
ing position at a large postal division. Reliable sources indicated to me that, several

xxiii A toxic workplace environment is defined as a workplace where there is a high incidence of
stress-related illnesses.
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years after receiving the last position, he was removed from his position because of
several sexual harassment claims.

Postal Clerk #3

In 1982, | transferred to a main post office as a part-time regular clerk in order to
complete my graduate studies. At this office, | held the position of branch Vice-
President of the APWU, and later as the President.

While | was working the box mail at this facility about six o’clock in the morning, there
was a power failure and the emergency lighting came on, providing light about 20
percent of the original capacity. | recalled reading in a recent APWU citywide bulletin
that management did not have the right to direct employees to work under such a
condition because it posed a safety hazard.

Accordingly, | directed the clerks in the building to stop working to the chagrin of the
floor supervisor, hereafter known as George. When | walked by George, he grabbed
my arm, pulled me toward him, and then ordered that | go back to work. While look-
ing at him in a state of disbelief, he then ordered me to the break room, where | sat
for about thirty to forty-five minutes until the power came on.

Shortly after the foregoing events, the postmaster called me to his office and | was
provided the opportunity to explain what had occurred while in the presence of
George. As a result of the meeting with the postmaster, George apologized to me.
The postmaster asked if | wanted to pursue the matter any further and, fortunately
for the supervisor, | agreed to accept his apology and not pursue a formal investiga-
tion. Legally, George’s physically aggressive actions constituted an assault. The post-
master later disclosed to me in private that the USPS did not have to follow OSHA
guidelines; | respectfully disagreed.

It is important to note that in my last craft position as a distribution clerk at a main
post office the work environment was good. The postmaster did an excellent job of
buffering the negative effects of the postal culture within the confines of his postal
facilities. Fortunately, there are many other postmasters, managers, and supervisors
throughout the country that act as a “buffer” to the postal culture. They are the un-
sung heroes of the Postal Service, absorbing the “heat” of a very harsh postal culture

in order to protect their employees.
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Management Positions
Employee Assistance Program (EAP) Coordinator

From 1986 to 1990, | worked at a management sectional center (MSC) as an EAP
coordinator. The workplace environment at many of the postal facilities, both city
delivery offices and mail processing plants, were toxic for many of their employees.
The relationship between postal management and the unions and management as-
sociation were often strained and combative.

When [ first reported to the MSC in this position, at least six city letter carriers were
on leave, without pay, pending removal from the USPS. | was told by my “boss,” the
director of employee and labor relations, hereafter known as Mike, that the workers
would probably win their job backs through the arbitration process. However, unless
they agreed to a “last chance agreement” before their scheduled arbitration (which
could take up to six months), they would suffer dramatic consequences. For exam-
ple, some of these employees scheduled for arbitration were in the process of losing
their homes, suffered from marriage and family problems, and were highly stressed
and depressed. Several postal managers informed me they served as examples to
the other employees of what could and would happen if they did not comply with
what was expected by postal management.

At the main mail processing plant at this MSC, | was aware of one supervisor who
referred to the employees under his purview as his “animals.” When an employee
became too vocal or strident at this mail processing plant, the postal management
team would collectively monitor the employee and make his or her life “a living hell.”
One of the mail processing managers shared with me that they would work together
in this manner in order to “keep the peace.”

In my four years at this MSC, Mike angrily yelled at me when he was upset. However,
| was not singled out. He yelled frequently at all his staff members, with the excep-
tion of his female secretary. Aside from this working environment, | received two far-
exceeds expectations on my annual merits from Mike. It is also important to note
that the lead executive, during my tenure at the MSC, frequently and publicly yelled
at his subordinates and berated them publicly.

While at this MSC, discipline was very high at a significant number of postal facilities.
Employee sick leave usage was monitored closely and some employees were disci-
plined unfairly for its legitimate use. There was an inordinate amount of discipline
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for vehicle accidents. Employees were sometimes unfairly referred to me, as the EAP
representative, for non-fault vehicle accidents and legitimate use of sick leave. On
one occasion, at a city delivery station, a supervisor taped EAP referral forms onto
city delivery letter cases with the individual’s name written on them. This event con-
tributed to strained relationships between these employees and their supervisors
and between the union and local management.

In 1990, before my promotion to another EAP position, | developed what presumably
was the first joint statement of support for the prevention of violence in the USPS; all
major unions and management associations throughout the MSC were signatories.
As a sign of their trust and support, all the major postal unions in the largest city in
the MSC actively endorsed and promoted the EAP.

EAP Supervisor #1

In the summer of 1990, | was promoted to EAP supervisor of a postal division. In my
eighteen-month tenure in this position, | was treated disparagingly by my immedi-
ate manager. My manager’s friend worked in the EAP office as an EAP specialist and
reported to me. This dynamic created high turmoil and stress, and it was a central
reason why | transferred to another postal division. Below are some major concerns
| had with postal management at this division.

Before arriving at this division, it was reported to me that the current division man-
ager was being relieved of his duties in a couple of weeks because of his involvement
in unauthorized purchases. He was later detailed to postal headquarters on special
projects. On one occasion, | met with this division manager to discuss a sensitive
issue and he yelled and screamed at me for at least one minute. He never did apolo-
gize.This behavior, as | sadly came to learn, was routinely accepted and condoned as
part of the postal culture.

One year later, | was invited to a meeting with the director of human resources, with-
out being provided a reason. | was chastised publicly at the meeting for previously
advising one of the EAP specialists not to release information to a labor relations
representative unless he first secured a release from the EAP client. The director bel-
ligerently informed me that management was entitled to this information and that
| would comply.

I never did comply and this issue was not pursued any further; however, | received a
low rating for the very first time in my postal career on my annual merit. These types
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of privacy violations were too often accepted and tolerated in the postal culture.
Fortunately, it only occurred once during my tenure as an EAP representative. The
contracting out of EAP services to private contractors in 1993 eliminated these types
of privacy violations and other violations.

As a result of my encounter with the director of human resources, | discussed these
privacy concerns with a high-ranking EAP official at postal headquarters. He indi-
cated that, of course, | handled the situation correctly. In a previous discussion with
this official, he disclosed to me that the Postal Inspection Service had access to the
electronic EAP information system, which identified EAP clients in terms of assessed
problems, including alcohol and drug problems. A related, alleged privacy violation
is discussed below in the next postal division | worked at as an EAP supervisor.

Another major issue at this division during my tenure dealt with the excessing of
several hundred mail processing positions from the day shift to a new mail process-
ing facility that was fifty miles away. Most assignments were split days off and on
the late afternoon shift or the night shift. Before the official notification of excessing
was announced, employees on the day shift were informed only of general changes
through their local unions.

Postal management did not communicate to employees that a major excessing plan
was underway. The first official notification was through a posting on employee bul-
letin boards. The notification listed the affected employees in the facility, indicating
when they were required to report to the new facility and their new hours and days
off. It was so upsetting for some of the employees that they were escorted off the
workroom floor by postal police. Some were sobbing and crying loudly while others
were cursing profusely. Sadly, this is just another distressing example of how the
postal culture plays out on the workroom floor.

EAP Supervisor #2

In 1991, | transferred to another postal division as an EAP supervisor. In my tenure,
there were not many serious issues that came to my attention. The main concern, re-
flective of the postal culture, was the explosive and demeaning temper of the plant
manager. He routinely yelled at and angrily berated his staff, union officials, and
craft employees with impunity. He was subsequently promoted to a higher level
executive position during the major postal restructuring in 1993.
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One very serious breach reported to me by one of the EAP specialists during my ten-
ure at this division was the violation of privacy regarding confidential EAP records.
This EAP specialist disclosed that a previous EAP supervisor, who had retired several
years earlier, actually shared confidential files with Postal Inspectors. Specifically, it
was disclosed to me that the records of employees that were identified as having
drug problems were flagged by a former EAP supervisor and then provided to Postal
Inspectors.

The EAP specialist disclosed these records to Postal Inspectors and eventually helped
them with a major drug bust at the division’s main mail processing facility. Subse-
quently, the former EAP supervisor and Postal Inspectors involved in this “sting” were
rewarded by postal management with certificates of appreciation and cash awards.
Before the implementation of the externally based EAP, what is reported to have
happened at this California district also occurred at other districts and MSCs across
the nation. >V

In my role as an EAP representative with USPS | was frequently left “out of the loop”
regarding workplace climate issues occurring at specific postal facilities. It was not
until | was selected for the newly created position of workplace improvement ana-
lyst at a postal district that | routinely became aware of workplace climate issues at
specific postal facilities.

Workplace Improvement Analyst (WIA)

During the 1992-1993 postal restructuring, | was selected as an internal consultant
(i.e., workplace improvement analyst) to deal with workplace violence and work-
place climate issues at a postal district.* The impetus for creating this new position
was related to the numerous postal workplace shootings in the 1980s and the early
1990s. According to the information shared with me from a postal headquarters of-
ficial, immediately after the two workplace shootings on May 5, 1993, several postal
executives and an outside consultant convened to develop a job description to ad-
dress workplace violence and its prevention, change management, and the postal
culture.

xxiv Itis important to remind the reader that these issues became moot with the advent of external
EAP providers in 1993.

xxv In chapter six, an account of the duties and responsibilities | engaged in as a workplace improve-
ment analyst is provided.
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Accordingly, workplace violence and its prevention, change management, and the
postal culture are discussed below in the context of unilateral, top-down manage-
ment approaches. Although these factors are arbitrarily separated for the purpose
of this discussion, they are in fact interrelated. The troubling issues that emanate
from them are artifacts of the USPS’s deeply embedded core values.

Workplace Violence and its Prevention

As indicated previously in chapter five, as a member of a task force, | actively
participated and contributed to the development of threat assessment team (TAT)
guidelines for all postal districts within the USPS. In these guidelines, the workplace
improvement analyst, in tandem with other district postal officials and the inspec-
tion service, were scripted to play a central role in the assessment of threats and their
abatement.

In my district, the TAT met at least quarterly, as required, and on an ad-hoc basis
when a serious threat or assault had occurred. Many districts, however, did not meet
regularly as required and did so with impunity. This concern and related concerns
are discussed in chapter ten.

On one occasion, at a meeting with TAT members, we discussed an alarming cor-
respondence | received from a postmaster. The correspondence indicated that
two employees informed the postmaster that a coworker was having thoughts
about killing him. | later met and talked with this troubled employee, hereafter
known as David, after conducting a workplace climate assessment at his postal
facility.

In my meeting with David, he admitted that he was having homicidal thoughts
about killing the postmaster and IRS agents. He told me in detail how the post-
master micromanaged his duties, repeatedly spoke to him disrespectfully, did
not give him appropriate resources to get the job done, and continually vio-
lated the contract to work him out of schedule. A significant number of employ-
ees in the unit agreed that David had been bullied by the postmaster for several
years. As a result of my interview with David, he agreed to call me if he continued
to have homicidal thoughts and to continue with his therapy with the Veterans
Administration. He gave me permission to call him periodically, either at work or
at home.
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After my meeting with David, the TAT met and it was decided that a Postal Inspec-
tor, hereafter named Marvin, and | would go back to the office together to meet with
the two employees who initially notified the postmaster of the threat and David. To
the surprise of Marvin, when the two of us met with David, he admitted to having
homicidal thoughts in the past about the postmaster. As a result of the meeting,
some time off work was arranged for David so he could better manage the stresses
in his life. The postmaster committed to me and to his “boss” that he would be more
considerate in his dealings with David, especially in light of his “mental state.”

| continued to follow up with David over the next four to five months and he told
me that things had improved initially, but were slowly deteriorating back to how he
was treated in the past. Later, | received a call from one of David’s coworkers, who
informed me that David purchased an AK-47 assault weapon and that he was very
concerned about what he might do. | immediately called David and, when asked, he
told me that he purchased the weapon with thoughts of killing the postmaster. He
told me that he had trouble sleeping at night because of these thoughts. Fortunately,
| was able to talk David into turning over the assault rifle to his coworker/friend.

Shortly after these recent events, a TAT meeting was held and it was agreed that
Marvin and | would meet with David. Marvin subsequently took possession of the
AK-47 rifle from David’s coworker. Sadly, | spoke with a few of David’s coworkers and
they confirmed that the postmaster continued to bully and treat him poorly. In my
professional opinion, this is just another blatant example of a management official
not being held accountable for unacceptable, psychological violence.

After the meeting with David, | convinced him to voluntarily admit himself into an
inpatient treatment program at a VA hospital and to file for disability retirement. He
subsequently completed inpatient treatment and was accepted for disability retire-
ment. It is important to note that prior to his admission for inpatient treatment, a VA
psychiatrist and counselor both indicated that David suffered from homicidal and
suicidal ideation. A leading expert in the violence prevention field, who was provid-
ing training of our TAT team in the area of violence prevention during this timeframe,
indicated that because of my follow-up and prompt attention, it was likely that |
prevented a workplace homicide.

On a positive note, for the last eighteen months of my tenure with the USPS, | col-
laborated with another Postal Inspector regarding potentially dangerous employ-
ees, and he was always very professional and a tribute to his profession. It is impor-
tant to note that | received a letter from the inspector-in-charge from a large Postal
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Inspection Division, along with a plaque, as a tribute of my collaboration with them
and my efforts in the violence prevention field.

Aside from the amicable and collaborative relationships | had with the vast major-
ity of Postal Inspection Service officials during my tenure as an internal consultant,
especially the last eighteen months prior to my retirement, the TAT did not function
as envisioned. A prime example is that the input from the managers of human re-
sources and labor relations on TAT issues were too determinate. More specifically,
they became increasingly reluctant to send potentially dangerous employees to
a psychiatric-fitness-for-duty. Conversely, they became increasingly more likely to
recommend and ensure excessive disciplinary action was taken, including removal,
against potentially dangerous employees, even when it appeared likely that the ac-
tion would not be sustained by an administrative judge or arbitrator. These com-
bined actions, especially the callous lack of concern toward these employees and
lack of a team approach to deal with all the issues, eventually could have served to
trigger a workplace tragedy.

As noted in the foregoing, these combined actions heavily support the need for
the Postal Service to fully implement the 1997 Peaceful Parting initiative, a plan for
supervisors and managers to deal with employees being removed from the Postal
Service in a respectful and collaborative manner. However, as discussed in chapter
five, it was never implemented nationwide. This, sadly, is another prime example of
a lack of follow-through by postal management, which is consistent with its rigid
adherence to top-down control approaches to deal with serious issues

It is also important to note that after | retired from the Postal Service, there was no-
body to step in to conduct credible follow-up and monitoring of potentially violent
employees in my district. In my thirteen-year career as the workplace improvement
analyst, | successfully encouraged and assisted approximately eight to ten poten-
tially dangerous employees in their application for disability retirement. Of these
employees who were medically retired, all had chronic and serious psychological
disabilities. Some had serious alcohol or drug problems.

Change Management

There were a significant number of realignments, restructurings, elimination of po-
sitions, and excessing of employees from one postal unit to another in my postal ca-
reer. In the vast majority of these change management initiatives, one of which was
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previously mentioned, these changes were implemented without sufficient fore-
thought, absence of input from important stakeholders, poor communication of a
plan to employees, and sometimes no real attempt at all to manage the transitions
in a manner that showed concern for the welfare and well-being of its employees.

In chapter seven, | indicated that complement management had become the ma-
jor buzzword or a clarion call to eliminate as many postal positions as possible.
Complement management committees at each district were heavily leaned on by
area office executives and headquarters officers to cut positions. Not cutting posi-
tions, even when it was wise not to, was a career decision for many postal execu-
tives. When the Postal Service’s change management practices are viewed from
this specific context and the overall context of the postal culture, the failures and
negative fallout of these practices, as discussed in the foregoing and below, become
comprehensible.

From 2003 to 2006, several hundred employees were excessed from various postal
units to other postal units in my district, especially in the mail processing function.
The vast majority of the excessing implemented during this timeframe was done
very poorly. Some employees were moved more than once and some were moved
more than several hundred miles from their originating facility. Those employees
who were moved more than several hundred miles were eventually placed back at
their originating postal units because of management’s violations of the national
agreement between the USPS and the NALC.

In late 2004 or early 2005, | proposed a change management initiative to address
the negative impact of complement management on employees within my district.
It was a proposal to create a change impact team (CIT) for dealing with issues of
coordination, communications, and implementation of excessing decisions. The pro-
posal was given less than lukewarm approval by my supervisor, the manager of hu-
man resources, and the district manager.

The CIT was structured to function as a separate committee and collaborator with
the complement management committee on the previously discussed issues, in-
cluding improved relations with the postal unions to deal with these issues. Over
a three-month period, the CIT held about six to seven meetings. | developed plans
to address these issues and they were presented to my supervisor and the district
manger. However, these two postal representatives clearly did not support the mis-
sion or goals of the CIT. For that reason, | made a decision with the team’s agree-
ment to dissolve it.
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Although the proposed district CIT clearly did not have the capacity to address the
larger systemic issue emanating from area and headquarters officials to expedite
the elimination of positions by attrition, it would have been able to address how cer-
tain aspects of excessing of employees was implemented locally and help “smooth”
the transitions of these employees into their new positions. It would have had the
potential to improve the working relationship between labor and management and
reduce the likelihood of employee mistrust, loss of commitment, and feeling deval-
ued as an employee. In my opinion, the central reason why the CIT was sabotaged in
my district was because of the lack of commitment and integrity of local leadership
to buffer the fallout of harsh top-down expectations to reduce complement levels,
without the full consideration of its operational or ethical impacts.

I am reminded of two anomalies in the context of management at my former district
responding proactively regarding the reduction of complement. One was the result
of a national agreement with the USPS and the APWU, while the other was strictly a
headquarters’ initiative. The agreement between the USPS and the APWU dealt with
the displacement of craft employees at remote bar encoding centers (RBEC)*", and
the other initiative involved the displacement of human resources personnel at the
district.

When RBEC was shut down in my district, the communications and implementa-
tion of this initiative was done collaboratively and successfully by the APWU and
the USPS. The process was highly considerate of employees’ dignity and proactive
regarding their need for reliable information and updates. To help with their transi-
tions, both local management and the APWU ensured that the EAP was readily avail-
able to assist them.

The reduction of human resources personnel positions at the district level involved
transitioning their duties and responsibilities to a national call center, including re-
tirements, health benefits transactions, and a host of other personnel-related duties
under the umbrella of human resources. During a two-year implementation peri-
od, affected employees were cross trained in different operations and successfully
placed into new positions locally.

Communications were trustworthy and there were frequent updates communicat-
ed to all affected employees. Again, like the RBEC site example, the process was con-
siderate of the affected employees and their transitions. These two bright examples

xxvi The development and implementation process for the displacement of employees at the RBEC
process is discussed in Appendix D.
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of change management need to be a consistent business strategy in the USPS, not
an anomaly.

Toxic Workplace Environments

In my role as an internal consultant, there were four major tools to assess the work-
place environments at specific postal facilities and the overall workplace environ-
ment for the district, including climate assessments, focus groups, VOE survey, and
hot spot lists. The first three tools were maintained and utilized at the district level
and the fourth tool was maintained by postal headquarters. In the thirteen years at
my district, | conducted over one hundred fifty climate assessments and over sixty
focus groups.

In comparison to focus groups, climate assessments were more time-consuming to
conduct, but provided both quantitative and qualitative data for specific worksites.
Focus groups provided rich qualitative data on what actions, from the employees’
perspective, would best improve their overall workplace climate.

The VOE survey provided specific data on individual postal facilities and the district,
including quality of supervisor communications, supervisor treatment of employees
with dignity and respect, and other useful workplace indicators. Specific “hot spots”
were chiefly identified by headquarters staff, based on employee complaints to con-
gressional members, OIG, postal unions, and postal management associations and
employee petitions to headquarters.

The findings and conclusions of climate assessments that | conducted in my district
invariably supported serious employees concerns. Besides systemic issues, these
concerns were identified as stemming from one or more sources, including: one or
more rank and file employees creating a negative workplace atmosphere, a union
official(s) creating unnecessary turmoil in the workplace, or a stressful workplace
environment fostered by the prevailing management style in the unit.

Aside from the ubiquitous impact of systemic issues stemming from the postal cul-
ture, in the vast majority of climate assessments, the findings and conclusions sup-
ported that a negative prevailing management style was the chief contributor to
creating a stressful and/or toxic workplace environment. Sadly, most of the facili-
ties identified with harsh management styles fostered these types of environments.
Many higher-level managers at the district level rarely took immediate corrective
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action. Some continued to give unequivocal support to the management staff at
these facilities and most did not follow up consistently to ensure that employee
concerns had been satisfactorily addressed.

In my thirteen years as the WIA, | interviewed over two thousand city letter carriers
and several hundred clerks, rural carriers, mailhandlers, management and union of-
ficials, maintenance employees, and employees in other craft positions. The ensuing
discussion, however, is primarily limited to the city letter craft and postal manage-
ment. | examine systemic issues emanating from top-down control approaches.

Beginning in 1996, the workplace environment at city delivery facilities began to
markedly decline. The diminutive but meaningful input and participation that city
letter carriers had in their workplace ended that year with the unilateral discontinu-
ance of employee involvement by the Postal Service.

This action was followed by increased pressure on city letter carriers, resulting from
implementation of new monitoring devices to track performance and methods to
increase performance. It was in this timeframe that the egregious “Street Manage-
ment” PowerPoint training program was rolled out to the field, a training program
that eventually became required training for mid-level managers at city delivery
carrier units throughout the USPS. Below are five “cartoon slides” taken from this
PowerPoint presentation.
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After conducting a climate assessment at a facility in 1997, | was provided this par-
ticular “Street Management” presentation from a postmaster. The climate assess-
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ment primarily dealt with city letter carriers in his office who outlined concerns in a
petition.

The petition suggested and the climate assessment validated that the workplace
was highly stressful because of the management style of the supervisor and the con-
doning of the style by the postmaster. During my exit interview with the postmaster,
he said that his supervisor was just enforcing the training policy that came from the
district and subsequently gave me a copy of it. He said the operations manager from
the district who presented the training appeared very embarrassed by its content.
| later confirmed with this operations manager that he was required to present the
training and it was difficult because of the offensive slides.

Interestingly, two years later, | was informed by this same operations manager that
the area office was requiring a similar training for field postal management at all
postal districts, which included the same offensive and degrading slides. | asked him
if there was a way to identify where the training presentation originated from. He
responded by right clicking on the ppt icon on his computer and then clicking on
properties, which eventually identified the author and the location. The location was
postal headquarters and the author was identified as a headquarters’ employee. As a
result of my meeting with the district manager on this required training, he decided
it would be presented but without the offensive and dehumanizing slides.

In the late 1990s, changes in methods and practices regarding how city letter carri-
ers were managed in the office and street served to increase hostile or toxic work-
place environments throughout the USPS in general and within my district in par-
ticular. In 2003, with the introduction of the Delivery Operation Information System
(DOIS)y«i, even more workplace sites became either hostile or toxic. These impacts
are discussed below in the context of two city delivery facilities within my district.

Mirroring the reality throughout the USPS, city letter carriers in my district were
treated less fairly, given less respect, micromanaged more often, and intimidated, ha-
rassed, and bullied more frequently compared to other employee crafts. One prime
example of this lack of respect is the long-standing practice of not providing air
conditioning in city letter carrier vehicles, regardless what part of the country they
delivered mail. It was not uncommon in my district, which was not the hottest cli-
mate in the country during the summer by any means, for some employees to suffer
heat stroke during the summer months.

xxvii More specific information on DOIS is incorporated in Appendix D.
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It is important to note that in thirteen years at my district there were at least ten
suicides brought to my attention. Contrary to the Califano Report on postal suicides,
the USPS, at least in my district, did not track the suicides of its employees. Accord-
ingly, the comparison of postal suicide rates with outside industry suicide rates noted
in the report cannot be considered a valid comparison. Based on what | learned sub-
sequent to some of the suicides in my district, at least three of the ten involved or-
ganizational factors as “triggers” to the event. One of these tragedies is discussed in
the following scenario.

1. City Delivery Station

This particular examination focuses on a postal facility that has a hostile workplace
environment in contrast to a toxic one. Although in this facility city letter carriers’
performance was highly monitored, emotional abuse or bullying was not part of the
management style employed by the facility management team. Like management
teams throughout city delivery facilities in our district, the management team at
this facility had very little latitude on how the letter carriers’ workload would be as-
sessed and monitored. The prevailing attitude or systemic bias pushed down from
the highest level of postal management was that achieving the numbers was more
important than giving due consideration to the dignity, safety, and welfare of its
employees.

With the arrival of a new manager, extra attention was placed on improving city
delivery productivity at the station, resulting in increased monitoring and disci-
plinary actions. City letter carriers were pressured to complete their office and
street duties in less time than what was expected before the arrival of the new
manager.

One city letter carrier, hereafter known as Mark, reacted violently to this added pres-
sure and committed suicide. Tragically, while still on his delivery route, he closed him-
self into the back of his postal vehicle and shot himself in the head. Several months
before this shooting, a clerk from the same office shot himself in his privately owned
truck. A short time before these two suicides, a city letter carrier working in the same
city killed himself shortly after resigning from the USPS. The employee ostensibly
resigned because of ongoing harassment and intimidation from local management
and mid-level management in the city.

As a result of Mark’s suicide while on duty, the district manager and | interviewed
employees at his postal facility. What we heard was both very sad and telling. Mark
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was described as quiet and hardworking, but continually worried about the pos-
sibility of losing his job. This was in spite of his overall good performance and good
postal record. Several of his coworkers indicated he brought a bottle to carry on the
route to urinate in because he was afraid to use the time to stop at a gas station or
convenience store while on his route.

Coworkers indicated that Mark routinely skipped his designated breaks, including
his lunch break. They complained of the daily pressures on them from local man-
agement, pressures they blamed on their district’s policies. Of special significance,
the city letter carriers at the facility informed the district manager and me that the
day before Mark committed suicide they were strongly instructed to improve their
performance. We later confirmed that the facility supervisor had notified the city let-
ter carriers, in writing, the day before Mark committed suicide, essentially conveying
that performance needed to improve—no excuses.

Based on the information from the foregoing sources, the overall picture of Mark
was that he was oversensitive. He took “everything to heart.” Ostensibly, he wanted
others to know why he committed suicide. He was found dead in his postal jeep with
a self-inflicted gunshot to his head, splattering blood on dozens of letters. Next to
him reportedly was a handwritten letter where he stated that he could not take his
job anymore.

This third suicide in the city had a chilling effect on craft and management employ-
ees alike. Some management employees, knowing differently deep down, pushed
the idea that this employee’s personal problems were the cause of his suicide, not
wanting to acknowledge that the postal culture and its eventual impact on work-
place environments likely had an ominous role in Mark’s death.

Itis important to note that in my tenure as an internal consultant there were a num-
ber of postal facilities that had very low Voice of Employee (VOE) survey scores.
However, in many cases these facilities were not given the special attention needed
to address employee concerns identified in the surveys. They were rationalized by
some postal managers as a reflection of employees not happy with accountability
requirements of the local management staff and union antagonism.

One particular station received the lowest or near lowest VOE survey score in the
country in relation to comparable facilities and approximate number of employees.
Despite several workplace climate assessments indicating that there was a toxic
workplace environment for city letter carriers, very low VOE survey scores, employee
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petitions, several unfair labor complaints with the National Labor Relations Board,
the postmaster was shielded by higher management for nearly a year.

It is important to note that the hot list initiative® did not always work as intended
because of pressure from district officials and perhaps at higher levels within the or-
ganization. In making this point, | review the process steps involved in the initiative
and discuss what reportedly happened twice at another postal district.

At one large city, as a result of an employee petition, the entire city was reportedly
placed on the hot list by postal headquarters, triggering a notification to the area
office and finally to the district. It was further reported to me by an employee at the
area office that the district WIA, as a result of the city’s placement on the hot list, was
directed to conduct a workplace climate assessment to identify if the issues in the
city were systemic or individual in their origin.

The WIA conducted a climate assessment and subsequently identified the issues
and concerns as individual in their origin. Sadly, the district manager, as reported to
me from an official in the area office, directed the WIA to rewrite the climate assess-
ment report and indicate that the workplace environment issues were systemic in
their origin. This district manager, as reported by this area employee, directed this
same WIA to re-write another climate assessment report from individual to systemic
regarding another facility that was placed on headquarters’ hot list. Accordingly, the
concerns of the employees at these facilities were never addressed and the work-
place conditions worsened.

2.Postal Management District-Wide

In the first section of this examination, | provide the context or the early history of
events that served to foster a toxic work environment for the management employ-
ees in my district. In the second section, | explore the highly fear-based practices
directed by the district manager and many of the direct reports toward supervisors,
managers, and postmasters domiciled in field facilities. In chapter nine, | analyze the
negative effects of this toxic work environment on the mental and physical health
of these field supervisors, managers, and postmasters.

From 2000 to 2006, the Area Vice-President, hereafter known as Bill, responding to
the pressure from postal headquarters, reportedly fostered higher tensions, turmail,

xxviii  The hot list was an initiative designed to identify and address troubled work sites.

Beyond Going Postal 93

and fear throughout the districts under his purview. Bill had the reputation of fre-
quently and publicly belitting employees in postal management, especially at area
office review meetings at the districts.

One of the most egregious examples of how this “played out” is noted below. It pro-
vides a wide-ranging insight to what is tolerated and allowed to occur with impunity
for high-ranking postal management officials in the USPS. It provides a picture of
what is considered as an acceptable management style to be modeled by postal of-
ficials throughout the area office and the districts under its purview.

At an area office review meeting at a postal district, Bill reportedly arranged for
postal managers at one of the largest cities in the district to “play” his version of the
“Weakest Link.” In arranging for this “contest,” Bill reportedly selected the five opera-
tions managers as participants who were direct reports to the local postmaster. Each
worker was placed at separate podiums in front of over a hundred district officials
and later videotaped. Bill played the part as the MC. He asked the participants com-
plex postal operations questions, some of which had several parts.

All the participants did poorly in the contest and Bill reportedly was very disrespect-
ful and belittling toward them throughout. At the end of the contest, Bill reportedly
summarily dismissed the participants and concluded by saying, “Now we know what
is wrong with this city’s performance; it's middle management.” It was reported to
me that these managers felt highly humiliated and violated in this toxic game of
shaming.

In the subsequent discussion, | provide my experiences with an individual hereafter
known at Chris. Prior to my retirement, Chris was promoted to district manager in
my district. First, however, it is important to point out that from 2002 to 2007 there
were six district managers in my district, including three officers-in-charge. The fre-
quent changing of district managers weakened any semblance of a harmonious
workplace environment, especially for field postal management. There were some
serious workplace climate issues that resulted from the policies and methods of two
of Chris’ predecessors, but they pale in comparison to what transpired.

My history precedes Chris’ selection as district manager. In 2001, at a facility where
Chris was the postmaster of a large city, the facility was placed on headquarters’ hot
list. Numerous disciplinary actions were taken against city letter carriers, resulting in
numerous grievances and EEO complaints. Employees at the facility sent petitions
to the district office, congressional representatives, OIG, and to area office manage-
ment and union officials.
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Because of the serious issues and concerns stemming from the subject facility, | was
asked by the area office human resources analyst, hereafter known as Sharon, to
conduct a joint climate assessment. It is important to note that this subject facility
was not in my district. Chris had previously painted my counterpart as biased and
unprofessional and did not want him to be part of any assessment.

Several years later, one of Chris’ direct reports confided that Chris had bragged to him
that a workplace improvement analyst—referencing my counterpart—was prevent-
ed from entering the subject postal facility. Sadly, shortly after the joint climate as-
sessment was conducted, the WIA in this district had a complete mental breakdown
and filed for disability retirement. His claim was accepted. Based on my observations
and numerous conversations with this WIA and his predecessors, a highly toxic work
environment had existed, without abatement, for at least five years in his district.

After conducting the climate assessment at the subject facility and a subsequent
conversation with a supervisor who had worked previously under Chris at the facility,
it was my professional opinion that a toxic workplace environment existed primarily
because of the harsh management style of Chris. This supervisor, hereafter referred
to as Wayne, told me that at times Chris would stand by him on the workroom floor
and direct him to take disciplinary actions on specific city letter carriers.

In one conversation, Wayne reported that Chris had pointed to the letter carriers
on the workroom floor and told him that they were the “enemies.” He reported that
Chris would type numerous letters of warnings, without any input from him, and
then order him to give them to the city letter carriers. Wayne indicated that because
of the enormous toxic stress in the office, he passed out on the workroom floor. He
stated that he was later rushed to the hospital from the postal facility, viaambulance,
with a bleeding ulcer.

Within a couple of weeks of sending the climate assessment report to the district
manager and manager, postal operations, Sharon and | met with these officials to
discuss an action plan for improvement of Chris’ facility. Shortly after this meeting, it
was disclosed to me that Bill, the Area Vice-President, arranged for Chris to come to
the area office, on detail, in a higher-level position. Less than a year later, Chris was
promoted to this position, and about two years later, was promoted by Bill to an
executive position at the area office. Several years later, Bill promoted Chris again as
my district manager.

Within a very short period time from Chris’ arrival at my district, it was transformed
into a toxic environment for many of its supervisors, managers, and postmasters.

Beyond Going Postal 95

| began receiving numerous complaints about negative workplace climate condi-
tions and stress-related problems from many of these postal officials. For that rea-
son, | conducted a climate assessment including a review of relevant disciplinary
records, memoranda, and e-mail messages.

After completing this assessment, | developed a formal report, which was sent to
the area manager of human resources. Since he did not respond in a timely man-
ner, | sent a copy to the relatively new Area Vice-President, hereafter known as Paul,
and to the Assistant Postmaster General. In my memorandum, | requested that they
pass the report on to the Postmaster General on my behalf, since correspondences
directed to him frequently were sent back to the field office.

Paul, in my opinion like Bill, subscribed to the same mentality of achieving bottom-
line results no matter what. Paul’s written word of achieving results by treating
people fairly and respectfully, in my professional opinion, did not match what was
happening at my postal district or at other districts since | retired. Sadly, the same
can be argued about the Assistant Postmaster General and the current Postmas-
ter General. For these officials, it strongly appears that bottom-line results, without
due consideration for its impact on employees, is expected from those under their
purview.

Since | did not get a response to my climate assessment report from these postal
officials and the results of my meeting with the area manager of human resources
were unsatisfactory, | sent a cover letter and copies of my report to the OIG director,
human capital, and OIG auditor-in-charge of the human capital team with copies to
a U.S. senator, President, NAPS, and the President of NAPUS. To the best of my knowl-
edge, there was no follow-up inquiry or investigation conducted after | retired from
the USPS.

In the above-referenced report, the findings included:

1. The vast majority of the target employees with stress-related illnesses or
health problems report working fifty to seventy hours per week.

2. High micromanagement from the district manager or by many members of
the district’s staff is coupled with no forgiveness when failure is the result of
system issues beyond the management official’s control.

3. Theuse of fear and intimidation tactics is constant in attempt to achieve high
results, especially in the area of customer service.
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4. Discipline and direct or implied threats of corrective action are common-
place.

These findings are rigorously and diligently supported throughout this sixty-one
page climate assessment. Sadly, based on feedback from postal officials in this dis-
trict after | retired, no action was taken to correct these serious conditions. Instead,
the feedback | have received states that the workplace environment has worsened
for postal management.

Interestingly and tellingly, subsequent to my workplace climate assessment report,
several of the direct reports of Chris who were identified as contributing to the toxic
workplace environment for postal management have been promoted to postal ex-
ecutives positions. Chris was eventually promoted to a higher-level executive posi-
tion, subsequent to the report and my retirement.

Based on this review and my extensive investigation of the postal culture, it encour-
ages a top-down mentality that communicates by its actions or inactions that it is
an acceptable practice to achieve results through harassment or bullying. In my dis-
trict, this was tolerated and condoned by high-ranking officials at the area office and
postal headquarters. The OIG,** as third appendage of postal management, has also
turned a blind eye to this psychological violence.

Summary and Concluding Remarks

In this chapter, | presented my relevant experiences in the USPS from 1973 to 2007,
which point to a harsh, authoritarian culture. The chronicling of these experiences
serve to validate the conclusion that there exists, in agreement with the ample evi-
dence examined and presented throughout many of the chapters of this book and
its appendices, a harsh postal culture.

Accordingly, my personal experiences, as reported in this chapter, are in agreement
with the conclusion that the postal culture fosters a management style at all lev-
els of the organization that is oppressive, autocratic, and uncaring. This claim is in
agreement with the documentary, quantitative, qualitative, and anecdotal evidence
| reviewed from congressional hearings and investigations, GAO reports, postal com-
mission reports, USPS strategic plans, and from the literature in the workplace vio-
lence field.

xxix The role of the OIG contributing to a negative postal culture is chronicled in Appendix E.

CHAPTER NIKNE

Impact of Postal Culture on Postal Employees,
Families, and Organization

The impact of the postal culture on postal employees, families, and the organiza-
tion has been dramatic and horrific, especially in the last three decades. The violent
manifestations of its impact™ were previously discussed in the context of workplace
violence, both psychological and physical.

In the first section of this chapter, | review the contributions of occupational health
psychology to our understanding of workplace stress and its impact. In the next
section, | briefly discuss how the postal culture contributes to job strain and how
it negatively affects its employees’ health and well-being. | review scholarly studies
that investigated the impact of job strain on employees’ health.

Furthermore, in the second section, | chronicle the impact of job strain on the health
and well-being of postal employees. The chronicling of this relationship is based on
the climate assessment | conducted and discussed in the previous chapter. Specifi-
cally, I provide excerpts from some of my interviews from this assessment and a pro-
file listing specific health concerns and consequences of these health concerns.

In the third section, | examine the impact of the postal culture on employees’ fami-
lies and the organization. This examination is based on my personal and professional
experiences from 1986 to 2007 with the USPS as an EAP representative and as an
internal consultant. In discussing the impact of the postal culture on the organi-
zation, the specific organizational outcomes that | discuss in this section include:
1) retention, 2) absenteeism and loss productivity, 3) management turnover and loss
productivity, and 4) violence and reputation.

xxx See chapters three and four and Appendix B.
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Contributions of Occupational Health Psychology

In order to understand how chronic job stress or toxic stress levels negatively im-
pacts the aforementioned areas, it is instructive to first consider contributions made
in the field of occupational health psychology (OHP). It has been less than two de-
cades since occupational health psychology became recognized as a separate disci-
pline in the field of psychology.

This recognition as a new discipline stems from the collaborative work of the Ameri-
can Psychological Association and the National Institute on Occupational Safety and
Health.'>* For example, together in the 1990s, their joint efforts led to four interna-
tional conferences on occupational stress and health, including a new journal titled
the Journal of Occupational Health Psychology.

Occupational health psychology is committed to improve the quality of work life
and to protect and promote the safety, health, and well-being of employees. Stated
differently, its primary focus is to prevent psychological and physical illnesses and
injuries resulting from high levels of occupational stress. An important area of focus
in the OHP field is the identification of factors within organizational structures that
foster employees’ health and well-being and also correlate with positive business
and customer objectives, including high retention, reduced accidents and absen-
teeism, increased revenues and productivity, and premier customer services.

Similarly, another important area of focus in the OHP field is the identification of
factors in organizational structures that compromise employees’ health and well-be-
ing, thereby leading to employee health-related problems such as cardiovascular
disease and mental health problems including depressive and anxiety disorders.
Some other important OHP areas of focus include workplace violence, work-home
spillover, downsizing, workplace safety,and accident prevention. As a result of these
other areas of focus, there is a recognition and a body of evidence in the OHP field
supporting the notion that work characteristics and higher level organizational fac-
tors facilitate work stress and lead to negative outcomes for employees, their fami-
lies, and the organization.

In the 1970s, one of the most influential work characteristics models in the emerg-
ing field of OHP was the job demand-control (DC) theory.'>* Simply stated, this work
characteristics model predicts that chronic job strain results when workers have
high job demands (i.e., high workload requirements) and low control (i.e., low deci-
sion authority and low skill level).
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In the 1980s, a third factor, support (i.e., worksite social support), was incorporated
in the model as a means to better understand occupational stress from the work
characteristics model and, conversely, employees’ well-being from the work char-
acteristics model. The shorthand for this extended three-factor model is commonly
referred to as DCS.™

Looking through the prism of the DCS model, the highest incidences of occupational
stress and associated negative outcomes (i.e., diminishing of employee health/well-
being) result from jobs that include high demand, low control, and low support. It is
also important to note that the DCS model predicts that, when there is a mix of high
work demands, low control, and high support, support acts as a buffer to the job
strain/stress potential. In effect, high support has shown to mitigate the develop-
ment of workplace stress symptoms and a toxic workplace.

Job Strain and its Impact on Postal Employees Health and Well-Being

The toxic mix of increased job demands, low job control, and low social support has
serious health consequences.* Based on my extensive review of the postal culture,
the evidence is unequivocal that employees in many of the postal facilities through-
out the USPS can be characterized as having high job demands, low job control, and
low social support, especially with regard to field postal management and city let-
ter carriers. The evidence supports that these conditions have become increasingly
problematic (i.e., increased job stress levels) for postal employees in the last ten to
twelve years, especially the last three years, and they were influenced by changes in
the broader economic and political context.

Clearly, my interest in this toxic mix (high job demands, low job control, and low so-
cial support) focuses on the conditions of the USPS employees. Since | documented
a toxic mix and its associated negative health outcomes for postal management in
a workplace climate assessment as noted in chapter eight, the discussion below is
limited to this subgroup of employees. This workplace climate assessment, in my
role as an internal consultant, documented the horrific negative impact of a toxic
workplace environment on the physical and mental health of postal employees. Be-
fore | begin this discussion, however, | review several important studies on negative
health outcomes resulting from job strain/stress.

xxxi This toxic mix was highlighted in context of employee stress, turmoil, and low morale in chap-
ters seven and eight and Appendices C-E.
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Significant Studies on Job Stress/Strain and Health Outcomes

As indicated previously, there is credible research evidence that a significant rela-
tionship exists between a stressful work environment and the health and well-being
of employees. The relationship between job stress/strain and health has been well
documented in the literature.

In their review of the literature on this topic, Veldhoven concluded: “[JJob demands
(especially time pressure) are primarily associated with job strain (e.g., fatigue, emo-
tional exhaustion, psychosomatic complaints).”’*® The effects of this relationship
include headaches, sleep disturbances, cardiovascular disease—including high or
elevated blood pressure—difficulty in concentrating, upset stomach, absenteeism,
depression, and anxiety. My interviews with employees, as presented later in this
discussion, clearly support research findings that a significant relationship exists be-
tween high stress/strain and all these negative outcomes.

Sleep disturbance is one common deleterious manifestation of the relationship be-
tween job stress/strain and health. Research has shown that high demands and
low social support from coworkers and supervisors were associated with sleep dis-
turbances and fatigue at work."”” The most salient finding in this longitudinal study
with seven hundred participants regarding the relationship between job strain and
sleep disturbance was that “an excessive commitment toward work intrudes on an
individual’s sleep.”*® My interviews with employees, as presented below, clearly sup-
port the relationship between high stress/strain and sleep disturbance.

Another common, deleterious manifestation of the relationship between job stress/
strain and health is high or elevated blood pressure. A prospective study (10,308
participants) conducted by Kuper'? supports this conclusion. For example, the main
finding from this study was that the combined effect of high job demands and low
decision making were positively associated with coronary heart disease. Also, a pro-
spective study (8,395 participants) conducted by Guimont'® showed that cumula-
tive job strain was significantly related to increases in systolic blood pressure. My
interviews with employees, as provided below, clearly support the relationship be-
tween high stress/strain and high or elevated blood pressure.

In summary, | provided this very brief review of the literature to underscore the con-
clusion that there is an unequivocal connection between job stress/strain and the
health and well-being of employees. In support of this conclusion, below | provide
excerpts taken from the more than fifty interviews conducted with field postal man-
agement.

Beyond Going Postal 101

Interviews with Supervisor, Customer Services, Manager, Customer Services,
and Postmasters Level 17-24

Prior to my retirement and as a result of the toxic workplace environment created at
my postal district, | documented key events and interviews with the affected postal
employees to substantiate that this environment existed: Over seventy-five inter-
views were conducted with field postal management. The employee complement for
this target population, according to the District Complement Committee chairper-
son, was about three hundred employees. Of these seventy-five interviews, over fifty
employees reported health disturbances, which they attributed to management
practices and policies.

Below | provide excerpts from some of my interviews with the subject employees
and a profile listing specific health concerns and consequences of these health con-
cerns. These brief narratives provide support that a toxic mix of stress has negatively
impacted their health and well-being. In some of the narratives, the notation 7st time
is used to underscore that an employee had never experienced this health issue
prior to the dramatic increase in workplace stress. Similarly, in the profile chart that
follows, 1st time indicates that this is the first time an employee had experienced the
identified health concern.

1. Excerpts Taken from Climate Assessment: Reported Health Concerns

a. Reports suffering from panic attacks. Chest Pains 15t time—Went to emergency
room hospital from work. He stayed in hospital for two days for observation.
Later, he had a heart attack and a stent was placed in his artery because of 90
percent blockage. Other stress-related complaints noted were frequent heart-
burn and sleep disturbance, with night sweats and rolling and tossing.

b. Went to emergency hospital after work because of heart concerns. Within the
next couple days, she had a stroke and was rushed to the emergency hospi-
tal room. Several months prior to the stroke, she reported having migraine
headaches and periodic sleep disturbance, not able to sleep. Weeks before the
stroke she was having night sweats.

c. On sick leave for two months because of stress-related illness, including a
bleeding ulcer and headaches. Voluntarily transferred from a supervisor posi-
tion to a custodian position.

d. Rushed to hospital emergency room from home with an anxiety attack and
high blood pressure. He also reports ongoing sleep disturbances.
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Yesterday 1°t time placed on blood pressure medication. He reports ongoing
sleep disturbance for past eight months, depressive symptoms, and racing
heart beat. He is working very long hours.
Reports to have been on anti-depressant/anti-anxiety RX for the past three
months, along with panic attacks, nausea, crying spells, fatigue and tossing at
night, and work stress dreams. Night sweats last two weeks. She is trying to
downgrade to lower level position. Starts professional counseling next week.
Left a station manager’'s meeting and she went to the medical unit; her blood
pressure was too high.
Last thirty days on blood pressure medication for the 1st time. Last sixty days,
she reports gaining fifteen pounds, night sweats, depression, tossing at night,
heartburn, crying spells, and professional counseling. RX for depression. She
is working long hours.
She reports elevated blood pressure for the past several months. In last twelve
months waking up many times during the course of the night. Five months
ago was diagnosed with 40 percent blockage in one of her arteries. Reports
heartburn for the past six to eight months, at work and at night. Five months
ago, she reports hospitalization because of suspected broken blood vessels in
her eye. She reports working sixty-seventy hours a week. On one occasion, she
had to leave work because her face was swelling up.
Had a stent put in because of artery blockage. Put on blood pressure RX and
cholesterol RX 1%t time. She reports now taking ten different medications re-
lated to heart. Reports eighteen pound loss in the past eight months. Has sleep
disturbances, waking up three to four times during night.
Reports leaving work in the morning and going for an emergency appointment
with her treating physician. She reports that her blood pressure reading at the
doctor’s office was 220/180. She is now on blood pressure RX for the 1% time.
Reports elevated blood pressure lasting one and a half years. Reports sleep
disturbance, including night sweats. Anxiety attacks, with the most recent
one this morning. Has had heartburn at night and during the day. For the last
month, throwing up at night at least once a week. Reported loss of concentra-
tion, working long hours, depressive symptoms, anxiety symptoms, shortness
of breath, empty feeling, and wanting to run out of the office.
Reports angioplasty is scheduled. After work, went to the emergency room
hospital because of shortness of breath and heaviness on his chest. Reports to
have been taking blood pressure medication for the last couple of years. Re-
ports sleep disturbances and tossing for the past year and night sweats for the
past six months, occurring about once a week. Reports symptoms of depres-
sion, nausea, and panic attacks over the last six months. He describes the panic
attacks as racing heart, heaviness on chest, and feeling like wanting to run out
of the building.
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m. Reports that his doctor wanted to put him on blood pressure medication

three months ago. In the last six months, he reports the following symptoms:
1) loss of appetite, 2) tossing at night, trouble sleeping because he was think-
ing about work, 3) night sweats a couple of times, 4) sense of dread, tired, 5)
wife indicated that he is distant, 6) heartburn at night and during the day. It
wakes him up, feels like he is going to have a heart attack. He reports, “I have
no life.”

He reports the following symptoms in the last three to four months: elevated
blood pressure, diarrhea, sleep disturbances—both tossing and sweats, and
heartburn. Taking medication for heartburn past several months.

Last week, after work, went into emergency hospital because of double vision.
Last two months she has been experiencing the following symptoms: head-
aches, night sweats, rolling and tossing at night, and muscle cramps in legs,
neck, and shoulder.

He reports headaches in last couple of weeks. Diarrhea once a month for the
past nine to ten months. On several occasions, in the last couple of months, he
has had night sweats. Anxiety attacks in the past nine to ten months. Heart-
burn for the past ten months, which includes throwing up. Has sought profes-
sional counseling through the EAP.

Placed on blood pressure RX for 1t time. While on another assignment, he re-
ported experiencing the following symptoms: diarrhea, sleep disturbances—
including night sweats—heartburn, and anxiety attacks once a week, loss of
appetite, and depressed mood.

He reports the following symptoms: started blood pressure RX for 1t time
about four months ago, headaches about two times a week for the past eight
to ten months, and sleep disturbance for the past eight to ten months. Reports
a sense of dread about his job situation.

He was taken to the emergency hospital from home, wherein he was admit-
ted for bleeding ulcers and was operated on. Employee reports that he has
suffered from headaches in the past ten months, and on the average, has had
trouble sleeping two to three times per week.
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2. Profie of Employee Reported Health Concerns and Consequences

HEAR T ATTACKS 2
ANGIOFPLASTY 3
STROKES 2
SLEEF DISTURBANCES WO NIGHT SWEATS 18
SLEEF DISTURBANCES W/ NIGHT SWEATS 20
ELEVATED BLOOD PRESSURE 18
BLOCQD PRESSURE MEDICATIONS 15t TIKE 11
CEPEESSICN OR SIGNIFICANTLY DEPRESSED MOOD 19
ANXETY ATTACKS 8
TRIPS TO EMERGENCY HOSPITAL FROM WORK 4
TRIFS TS EMERGENCY HOSPITAL OTHER THAN FROM WORHK 10
URGENT TRIFS TO PRIMARY PHYSICIAN 3

THE NUMBER CF TRIFS TO EMERGENCY HOSRITAL OR URGENT
TRIFS TO PRIMARY PHYSICIAN RELATED TO ELEVATED OR VERY

LCW BLOCD PRESSURE &
EMPLOYEES TAKING OFF WORK MORE THAN THREE MONTHS

BECAUSE OF STRESS-RELATED CONCERNS 2
EMPLOYEE TAKING OFF WORK MORE THAN TWO MONTHS

BECAUSE OF STRESS-RELATELD COMNCERNS 3

An important question to ask at this point is: How can a stressful work environment
become toxic in a short period of time for a significant number of employees? The
answer to this question in great part can be best understood in light of the DCS
model previously discussed. Aside from the new district manager and many of the
direct reports increasing demands and control over these employees, these two fac-
tors are not totally responsible for the toxic workplace environment that ensued.

The chief factor for the rapid emergence of this toxic workplace environment was the
dramatic decrease in support received from the district office and from many of the
district manager’s direct reports. The standard position or posture toward these em-
ployees was that there was no acceptable reason for not meeting business or customer
requirements, which was followed by numerous audits, telecoms, and threatening cor-
respondences when there were “failures.” Accordingly, in this scenario, the low support
for these employees translated into violations of their dignity, lack of trust, emotional
abuse or bullying, fear of losing their jobs, and, of course, serious health problems.

Impact of Postal Culture on Employees’ Families and the Organization

As mentioned previously, besides occupational health psychology’s focus on how
work characteristics can negatively affect employees’ health and well-being, it also
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has studied the impact of an unhealthy workplace environment and its negative
spillover to the employees’family and its relationship to organizational outcomes. The
discussion that follows in these two areas is viewed primarily in the context of my
twenty years of experience as an EAP representative and as an internal consultant
with the USPS.

Impact of Postal Culture on Employees’ Families

The most dramatic impact an unhealthy or toxic workplace environment can have
on employees’ families is the loss of their loved ones because of a workplace tragedy,
for example an employee’s loss of life resulting from a workplace shooting or sui-
cide. Suffice to say, | have personally witnessed the impact of these acts of violence
on postal families. This is not to say by any means that all postal workplace shoot-
ings or suicides were the result of an unhealthy workplace environment. It is fair to
conclude, however, based on the evidence presented in this book, that too many
of these workplace tragedies were in part facilitated or triggered by organizational
factors. This in no way diminishes the responsibility of employees who committed
these acts of violence, but it does help explain why some felt compelled to take such
dramatic and horrific actions.

Fortunately, | was not a witness to someone dying on the job because of a toxic
workplace environment. In the excerpts noted previously, clearly someone could
have had a fatal heart attack, stroke, or other sudden death syndrome as a result of
too high work demands, low control, and low support. There were a few close calls. In
Japan, because so many employees were dying as a result of chronic job stress, they
devised a term called karoshi to depict the sudden death of employees who were
overworked, working sixty to eighty hours a week.

Another dramatic impact on families, stemming in part from an unhealthy work-
place environment, is an employee resignation or placement in a leave-without-pay
status for months pending removal. | have personally witnessed the effects of these
occurrences on employees’ spouses and children. Some of the negative outcomes
| have witnessed include emotional upheaval, divorce, teen drug abuse and school
problems, serious financial problems, and severe stress and anxiety in day-to-day
living.

Work-related employee health problems, both psychological and physical, also
have a dramatic impact on families. A less dramatic but still significant impact on
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families occurs when employees tend to become unavailable or highly reactive
because of working in an unhealthy environment for a long period of time. In my
role as an EAP representative and as an internal consultant with the USPS, | became
aware of many family members who were prescribed medication for depression,
anxiety, and inability to sleep in order to cope with the negative fallout of the postal
culture.

Impact of Postal Culture on Organizational Outcomes
1.Retention

A company’s retention rate is frequently mentioned as an important organizational
outcome in academic research, including in the field of OHP. The USPS has a very
favorable retention rate for most career positions. Among the most important rea-
sons for this favorable outcome are the relatively generous health and retirement
benefits and long-term job security. Even with these reasons, | have witnessed tal-
ented and good performing employees resign because of an unhealthy workplace
environment; one such example is discussed below.

As aresult of the toxic workplace environment for field management in my district, >
a management intern, hereafter known as Ken, resigned from the USPS shortly af-
ter completing a two-year training program. Ken was hired from outside the USPS
into this position, a position designed to “fast-track” employees who were identified
as having a graduate degree and the requisite talent to quickly learn and manage
postal operations.

Successful applicants were screened and interviewed on two separate occasions
at postal headquarters. An estimated $100,000 in training and development costs
were spent on Ken's training, not including the total company time spent by other
managers on his training and development.

| spoke to Ken several months after he resigned from the USPS, and the reasons pro-
vided for his resignation included: lack of respect, lack of support, violations of per-
sonal dignity, unreasonable workloads, no control over resources, and expectations
to work six days a week and long hours for a forty-hour paycheck. Ken indicated he
felt badly about how his colleagues in postal operations were treated, but felt fortu-

xxxii Discussed in chapter eight and the foregoing.
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nate to have found employment with a company that treated him fairly, respectfully,
and had reasonable workload expectations.

2. Absenteeism and Loss Productivity

A company’s absenteeism rate is another important organizational outcome high-
lighted in academic research, including in the field of OHP. When employees are
absent from work, it negatively impacts productivity and, in many instances, more
monies are spent on replacement hours.

The profile of employees’ reported health concerns as presented in the chart above
sheds light on the impact of an unhealthy workplace environment and its relation-
ship to absenteeism and replacement costs. As a result of this workplace environ-
ment, two employees reported taking off work more than three months because
of stress-related concerns and three employees reported taking off more than two
months. It is important to note that there were a significant number of employees
interviewed who were absent from their positions less than two months because of
the workplace environment. In the context of assessing the impact of the workplace
environment for a population of approximately three hundred management field
employees, the impact of absenteeism and replacement costs are significant.

3.Management Turnover and Loss Productivity

Although a very important organizational issue, there has been little research re-
garding turnover in the management ranks and its relationship to a toxic workplace
environment. When employees are operating in a toxic workplace environment,
turnover is likely to become a very serious issue that not only impacts the manage-
ment ranks, but also a company’s productivity.

As a result of the subject climate workplace assessment and in the context of man-
agement turnover, it was documented that two employees voluntarily reassigned to
different but same level positions, four employees voluntarily downgraded to lower
level jobs, three employees voluntarily went back to postal clerk or letter carrier po-
sitions, and as mentioned previously, one employee resigned. Of those employees
who went to different positions, all but one reported doing so because of the enor-
mous job strain/stress they were experiencing in the previous nine to ten months. In
the context of assessing the impact of the workplace environment for a population
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of approximately three hundred management field employees, the impact of man-
agement turnover and loss productivity are significant.

4.Violence and Reputation

The prevalence of violence in an organization has a clear relationship with the orga-
nization’s reputation. The frequency and extent of violence in the USPS over the past
three decades supports the notion that a harsh postal culture has engendered seri-
ous consequences to its reputation. Historically, the media and public have thought
that there is something terribly wrong with the USPS. Not only has the USPS spent
countless millions of dollars because of violence in its postal facilities, it also has
spent millions of dollars attempting to change perceptions of the media and public
through its public relations campaign, funding of studies, and hiring of private con-
sultants.

Summary and Concluding Remarks

In the foregoing, | revealed the negative impact of postal culture (i.e., “toxic mix” of
increased job demands, low job control, and low social support) on employees, their
families, and the USPS organization. More specifically, | chronicled the impact of job
strain on the health and well-being of postal employees. | provided excerpts from
some of my interviews from a climate assessment conducted in late 2006 and a pro-
file listing specific health concerns and consequences of these health concerns. Ad-
ditionally, | examined the impact of the postal culture on employees’ families and the
organization, which was based on my personal and professional experiences from
1986 to 2007 with the USPS as an EAP representative and as an internal consultant.

It is important to note in closing this chapter that the costs associated with a harsh
postal culture extend beyond employees, their family members, and the organiza-
tion. There are also significant costs to our society, giving the public a sense of less
safety and cohesiveness as well as putting a burden on our social services and medi-
cal resources.

For all these reasons, it is imperative that radical and comprehensive change of the
postal culture becomes a national priority. Accordingly, | address how the USPS can
shift from workplace tragedies and toxic work environments to a safe and healthy
organization in the last two chapters.

CHAPTER TEN

Creating and Maintaining a Healthy Organization

In this chapter, | explore the process of how the USPS can create and maintain a
healthy organization. First, however, | provide a brief overview of the job character-
istics model and its relationship to unhealthy and unsafe organizations. As a result
of this examination, | define the term healthy organization and make a moral argu-
ment for its development.

In the final section of the chapter, | discuss the means by which the USPS can shift
from its current state as an unhealthy organization to a healthy and safe organi-
zation in the context of key components of organizational dynamics, including: 1)
leadership, 2) organizational design and job redesign, 3) reward and performance
evaluation systems, 4) selection and development, 5) change management 6) em-
ployee involvement, and 7) safety. | provide requirements and recommendations to
the USPS on achieving optimal functioning for each of these key components.

Before | begin this examination, it is important to point out that healthy organizations
are in general fundamentally safe. For that reason, in the subsequent discussion,
when a healthy organization is referenced, it is also considered a safe one. Similarly,
when an unhealthy organization is referenced, it is considered to be unsafe in terms
of its impact on employees’ health and well-being and potential for workplace vio-
lence.

Work Characteristics and Unhealthy Organizations

In the academic literature, a significant number of research studies have been con-
ducted to evaluate the relationship between stressors in the workplace and their
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negative impact on organizations. In contrast, there have been few research studies
conducted to evaluate factors that promote optimal health for organizations. The
job stress model conceptualizes that chronic, negative conditions in the workplace
create hazards that are detrimental to the health and well-being of the employees.

In Part 4 of this book, | assessed negative conditions in the USPS related to the larger
postal culture, its organizational practices, methods, and management style. The
impact of a harsh and authoritarian postal culture was shown to create negative
conditions where chronic and toxic stress permeated the entire organization.

In chapter nine, | discussed the DCS theory, a work characteristics model that in-
cludes the factors job demands, control, and support. The DCS theory claims that
chronic job strain or high stress levels have a significant relationship to high job de-
mands, low job control, and low job support.

If a toxic mix of these three factors is prevalent throughout an organization, it then
can be concluded that they are reflective of an unhealthy organization. In chapter
nine, this point was supported by examining the relationship between this toxic mix
and its impact on postal employees, their families, and the USPS.

Evaluating an organization’s work characteristics (DCS)'s'—as part of an organiza-
tional risk assessment to identify stressors and the creation of baseline data—is very
useful. By identifying a baseline for workplace stressors, interventions can be devel-
oped and their effectiveness can then be assessed.

Although the DCS theory may be useful and instructive regarding risk assessment
and targeted interventions, it does not shed sufficient light on what organizational
components or factors are required to create and sustain a healthy organization.
Before discussing factors that | identified for the USPS to become a healthy organi-
zation, it is important first to define a healthy organization and elucidate why it is a
moral obligation for corporate and public leaders to create and sustain them.

Designing Healthy Organizations: A Moral Obligation

As indicated previously, one of the initial steps in assessing the health of an orga-
nization is to conduct a risk assessment to determine dysfunctions and negative
outcomes, but such an assessment does not provide sufficient information on how
to design a healthy organization. In order to design a healthy organization, it is
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useful to have a definitional framework that sheds light on the emphases and stra-
tegic focal points of a healthy organization.

Taking in account two definitions of what constitutes a healthy organization, | offer
the following definition: A healthy organization is one which_has successfully, as re-
flected in its organizational culture and organizational practices and methods, aligned
and integrated the goals of fostering respectful relationships, validation of employee
dignity, and fairness in the workplace with the goals of achieving company profitabil-
ity, efficiency, and productivity. Simply stated, a healthy organization is one that has
achieved optimal systemic health by strategic focus on positive outcomes for both
its employees and the organization.

These company goals provide the framework where an organization can promote
employee well-being and positive employee attitudes in the context of achieving its
overall mission. When these goals are maximized, healthy workplace environments
become the norm and, conversely, toxic workplace environments become unsus-
tainable. By making them unsustainable, the horrific consequences of toxic environ-
ments become a moot issue.

A wealth of quantitative and qualitative findings from the professional literature sup-
ports a clear link between work stressors and serious consequences to employees’
well-being and health. It is, therefore, an unequivocal moral obligation for company
leaders to design and implement measures that lead to healthy workplace environ-
ments for its employees. In the next section, | provide a pathway to how the USPS
can shift from an unhealthy organization with harsh and toxic workplace environ-
ments to a healthy organization.

Creating and Sustaining a Healthy Organization within the USPS

The following programs have been implemented without significantly changing the
level of turmoil and unrest in the workplaces of the USPS: training programs, stress
management initiatives, emphasis on assisting employees through the Employee
Assistance Program (EAP), employee opinion surveys, and dispute resolution pro-
cesses. Without significant and far-reaching cultural and structural changes, these
types of initiatives will only have a minimal impact regarding any hope of creating
and sustaining a healthy postal organization.

In his testimony to congressional members in 1993, Postmaster Marvin Runyon'¢? ac-
knowledged that the USPS was autocratic in its management approaches and that
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deep structural changes were necessary. Sadly, these changes did not happen under
his stewardship or under the stewardship of his successors; in fact, it worsened.

In the subsequent discussion, | discuss the means by which the USPS can shift from
its current state as an unhealthy organization to a healthy one in the context of key
components of organizational dynamics. Stated differently, | consider key cultural
and structural changes needed in the USPS in the context of: 1) leadership, 2) organi-
zational design and job redesign, 3) reward and performance evaluation systems, 4)
selection and development, 5) change management 6) employee involvement, and
7) safety. | provide requirements and recommendations to the USPS on achieving
optimal functioning for each of these key components.

Leadership

The most important or overriding factor in creating and sustaining a healthy orga-
nization is the engaged stewardship or leadership at the highest level of the orga-
nization, a leadership committed to creating and setting the tone for a culture of
respect and fairness. In Appendix C, top postal management’s emphases and focus
were revealed by examining their strategic plans. These plans reflected a goal-driv-
en perspective where budget and service took supra-precedence over commitment
to improving the postal culture. In fact, these strategic plans contributed to making
the postal culture harsher and more problematic.

Looking through the lens of a goal-driven perspective and the emphases of top-
down controls of top postal management,* the darker side or shadow of the orga-
nization was revealed. It revealed a culture that can be characterized as supporting
the end justifies the means, a lack of consideration for employee welfare, respect, or
dignity, and an outcome driven bottom-line approach: do whatever is necessary to
reach organizational goals.

In sum, this examination clearly revealed what top postal management paid atten-
tion to, which employees got rewarded or punished, how they reacted to key events,
and who got promoted or received special privileges. Its core values and assump-
tions set the tone for the postal culture. The repercussions of this tone catapulted the
paramilitary style of postal management at all levels of the organization, repercus-
sions thatinclude widespread anger, stress, and turmoil. In effect, top management’s
core values and assumptions created and sustained an unhealthy organization.

xxxiii  As previously detailed in Part 4 of this book.
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So the question is: How can top postal management successfully change from an
organization that focuses chiefly on the bottom line (as reflected in postal culture
and its organizational practices and methods) to one that aligns and integrates the
goals of a respectful workplace with the goals of achieving profitability, efficiency,
and productivity?

The first step and a critical requirement is for Congress to enact legislation and the
President to sign into law the abolishment of the Board of Governors. In Appendix D,
| examine the statutory authority and impact of the BOG on the postal culture. Based
on this examination, | am convinced that the postal culture has little or no chance of
significant change unless this action is taken. Reasons for this conclusion are noted
below.

The Board of Governors, in tandem with senior postal management, major mailers
and advertisers, and neoconservatives, both within and outside the Bush administra-
tion, have tried but have been unsuccessful in scaling back union bargaining rights,
expansion of contracting of postal positions to private enterprise, and in its attempts
to virtually eliminate oversight and accountability by the United States Congress.
The USPS strategic plans from 1998-2013, as approved by the BOG, have focused
on top-down controls with scant attention to goals of fostering an organizational
culture characterized by respectful relationships, fairness, and the validation of the
dignity of its employees.

The next step and a requirement for creating and sustaining a healthy postal orga-
nization is a mandate for the Postmaster General to lead a team in the implementa-
tion of significant cultural and structural changes to the postal organization. Both of
the requirements noted herein require congressional legislation and are discussed
further in chapter eleven.

In order for the Postmaster General to successfully implement desired cultural and
structural changes, it is also a requirement that the USPS enter a long-term contract
with a team of organizational and occupational health psychologists to assist in de-
sign, development, implementation, and follow-up of these changes. These team
members will need the requisite expertise in all of the cultural and structural com-
ponents discussed herein.

Without the professional expertise in the critical areas for creating and sustaining a
healthy organization, well-intentioned motives will fail. There is no easier path. Such
an effort will take expertise, patience, collaboration, and an ongoing commitment
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for the postal organization to shift from an unhealthy one to a healthy one. It will
take a fully engaged leadership.

Organizational Design and Job Redesign
Organizational Design

Organizational design has historically been a significant strategic challenge and
continues to be even more so for the USPS. For this reason, it is a requirement that
the USPS collaborate with major union organizations when developing far-reaching
plans such as the Network Design initiative, which envisions reducing the current
facility types from nine to five.

This does not mean that the USPS has to agree with their proposals or input, but
it will provide an opportunity for transparency and collaboration, including better
labor management cooperation. More importantly, it will improve the chances of
successful development and implementation of the design initiative. For example,
the 1993 RBCS agreement, an agreement between the APWU and USPS discussed in
Appendix D, was highly beneficial to the Postal Service and its employees.

The RBCS agreement proved to be the highest degree of cooperation between the
USPS and any postal union in its history. There were no less than ten joint union-
management committees working out the details of the implementation process.
These jointcommittees addressed all aspects of work standards and methods, includ-
ing staffing, scheduling, ergonomics, training, productivity, employee performance,
safety, data management, career opportunities,and minimizing administrative costs.
Also, at the remote bar encoding centers, there were “crew chiefs” (i.e., higher level
craft employees) that played an integral role in accomplishing its overall mission.

Even when the remote bar encoding centers were phased out, the APWU and the
USPS worked diligently together to transition employees in new positions at other
facilities. As an insider, it is important to point out that employee morale at the REC
in my postal district was far higher than any other postal facility within the district.
It also had high productivity and low absenteeism and industrial accident rates. In
hindsight, the initiative was bold, innovative, and a breathtaking testament of what
can be achieved when top management shares its control with key stakeholders.

Another important organizational design initiative that is considered a require-
ment is the development and implementation of an organizational effectiveness
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department, including a departmental head who reports directly to the Postmaster
General. This new organizational effectiveness department needs to include an of-
fice of workplace environment improvement (WEI), an office of training, an office
of Employee Assistance Program, and an office of diversity under its umbrella. This
new department is envisioned to work collaboratively with the above-mentioned
contract team and other high-ranking postal officials in creating and sustaining a
healthy postal organization.

Currently, the WEI group reports to an executive staff manager under the um-
brella of the labor relations department. This is unacceptable because postal labor
relations officials historically have been reactive rather than proactive in terms of
workplace environment improvements. Because of WEI's distance from top postal
leadership in the current organizational reporting structure, its capacity to proac-
tively address systemic issues of workplace violence and toxic workplace environ-
ments is seriously compromised. One key example in support of this conclusion
was highlighted in chapter eight in which one of my counterparts was directed to
re-write her climate assessment findings from systemic in origin to individual in
origin.

In late 2007, workplace environment analysts’ reporting structure was changed. In-
stead of reporting to the district’s manager of humans resources, they began report-
ing to an area office manager who was a direct report to the area office manager
of human resources. This structural change has not and will not radically change
how WEIs conduct their job duties or responsibilities, nor will there be a likelihood
of improving the postal culture. As indicated previously, the seventy-five or more
WEIs domiciled at the area offices and postal districts need to be direct reports to
postal headquarters under the umbrella of the above-mentioned “Organizational
Effectiveness Department.” They need to be given broader authority to address
workplace and cultural change issues in postal districts and area offices throughout
the country.

Job Redesign

As discussed previously, chronic job strain or high stress levels were identified as
having a significant relationship to high job demands, low job control, and low
job support. It was underscored that all three of these factors were problematic
in many of the workplaces throughout the USPS. When employees are repeat-
edly subjugated to organizational practices and methods that condone and fa-
cilitate unreasonable workload requirements, lack of resources to do the job
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effectively, continual monitoring and tracking of performance, and expectation
to work long work hours, systemic bullying becomes commonplace within the
organization.

It is critical, therefore, that job redesign be a requirement for cultural and structural
change and a top priority for the above-cited team of organizational and occupa-
tional health psychologists. The priority for this team would be to assist the USPS in
developing and implementing plans to reduce high workload requirements (espe-
cially for management personnel), increase employee decision-making authority,
and increase support (i.e., validation of employee dignity, respect, and fairness) from
employees’ supervisors.

Reward and Performance Evaluation Systems

The reward and performance evaluation systems used by the USPS currently sup-
ports and fosters systemic bullying of its employees. When postal supervisors and
managers are rewarded with bonuses, praise, and special privileges for achieving
results by behaving unethically toward their employees (i.e., emotional abuse or
bullying), the reward system is in need of dramatic change.

Likewise, when the performance evaluation system emphasizes a goal-driven per-
spective at the cost of employee morale and their physical and mental health, the
performance evaluation system is in need of dramatic change. Accordingly, itis a re-
quirement that the contracted team of occupational health and organizational psy-
chologists collaborate with senior postal management to ensure that new reward
and performance evaluation systems reflect what is necessary to transition from an
unhealthy organization to a healthy one.

The Voice of the Employee (VOE) survey is utilized as a form of compensation in
the current performance evaluation system. It is a recommendation that if a sur-
vey is used for compensation it needs to be modified and compensation needs to
be significantly increased for established targets. First, however, it is a requirement
that the postal unions and management organizations have input in a newly revised
survey to ensure buy-in from all levels of the organizations. This buy-in will have the
effect of creating employee confidence in the administering of the survey and use
of the results to improve the workplace environment.
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Selection and Development

In light of massive retirements of the “baby boomers” in the last ten years, the USPS
has planned extensively for the recruitment and development of new postal man-
agers. Its succession plan has provided a blueprint for successfully selecting and
developing employees to carry out its mission. Sadly, these employees, especially
at the higher levels of the organization, were selected essentially based upon their
allegiance to the goal-driven, top-down control perspective reflective of the postal
culture. Many of these selections have been employees with marginal or poor hu-
man relations skills, including a history of treating employees under their purview
disrespectfully and unfairly.

Similarly, in the last ten years the development and training of postal management,
especially those employees at the higher levels of the organization, have been ex-
tensive and intensive, but little emphasis has been placed on human relations, nor
is fostering a healthy environment reinforced or rewarded in the workplace. Accord-
ingly, it is a requirement that the contracted team of occupational health and orga-
nizational psychologists collaborate with senior postal management to ensure that
new selection and development initiatives reflect what is necessary to transition from
an unhealthy organization to a healthy one.

It is further viewed as a requirement that only employees who embrace the new
postal culture be considered for promotion and those that do not live up to its ethi-
cal standards (e.g., treat employees with respect, dignity, and fairness) be removed
from positions where they supervise or manage other employees. In addition to this
requirement, it is recommended that organizational ethics be an ongoing compo-
nent of the training and development of all postal managers, especially ethics that
emphasize that respect for employees and their rights are as important as meeting
corporate targets of productivity, customer service, budget, and revenue genera-
tion.

Change Management

How well a company manages significant organizational changes, both planned and
unplanned, are of critical importance to employees’ morale, health, and well-being.
With pressures stemming from sweeping and fast-driven technological advances
in methods of production coupled with privatizing agendas, the USPS has over the
past twenty to thirty years seen several significant restructurings and downsizings.
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As indicated previously, the USPS network plan creates new challenges regarding
change management efforts. How effectively this ambitious network plan is devel-
oped and implemented will have a significant impact on the postal culture and the
lives of its employees.

Forthesereasons, itis arequirement that the contracted team of occupational health
and organizational psychologists collaborate with senior postal management to en-
sure any significant organizational change is developed and implemented with full
consideration for employee morale, health, and general well-being.

Postal employees understand that their work methods and processes will continue
to radically change overtime; they understand these change will continually impact
them. What they don't accept, however, is the lack of timely, quality, and periodic
communications on organizational changes. Nor should they accept the lack of sen-
sitivity inimplementing necessary changes. They don’t understand why some meth-
ods and processes are implemented without their input or buy-in, especially when
some of these methods and processes are ineffective and are not ready for imple-
mentation.

The USPS contends in its June 2008 Postal Accountability and Enhancement Net-
work Plan'® to Congress that it “approaches the task of workforce reductions with
a high degree of sensitivity to employees.” In my experience, generally this has not
been the case. In some cases, for example, employees were excessed from their posi-
tions because of top-down pressures to reduce employee complement levels, even
when it was not practicable or feasible to do so.

Because of the USPS’s dismal history in managing organizational change, itis consid-
ered a requirement that change impact teams (CIT) be created at headquarters, area
offices, postal districts, and all facilities designated as part of the USPS network. Team
involvement by union and management organizations is highly recommended.

By maximizing participation of stakeholders on these teams there is a better oppor-
tunity for timely and quality communications, improved decision-making, and im-
proved morale of the affected employees. It is again instructive to remind the reader
of the successful change management efforts as a result of the RBCS agreement in
1993 between the USPS and the APWU. Nobody likes changes, especially changes
that are disruptive to one’s life, but it does make a significant difference when the
changes are indeed necessary and are handled sensitively and collaboratively by
postal management.
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Employee Involvement

Employee involvement is an environment where employees at all levels of the organi-
zation have input and an impact on decisions and actions that affect their jobs. It is
a value extolled by high-ranking postal officials as critically important to the success
of the postal organization. But instead of supporting it in action, it has since 1996
continually constrained its influence with postal unions, management associations,
and rank and file employees.

For example, in 1993, the USPS unilaterally eliminated the Employee Involvement
Program with the NALC, a program that was implemented in 1982. The postal unions
and management organizations, instead of being involved in critical developments
and plans, were frequently kept in the dark, especially in the last several years as a
result of the concerted efforts to privatize core postal functions.

Forthesereasons, itis a requirement that the contracted team of occupational health
and organizational psychologists collaborate with senior postal management to en-
sure that broad and bold employee involvement initiatives are developed and im-
plemented for the purpose of dramatically improving labor/management relations,
including employee morale, health, and well-being.

It is also a requirement that the process of designing employee involvement initia-
tives include the participation of union and management organizations with the
subject contract team and high-ranking postal officials. It is further recommended
that consideration be given to create a headquarters team for this purpose. It is un-
derstood, however, that the charter and mission of this team would have to take in
full account the APWU's historical stance on the issue of employee involvement.

One is reminded of the apparent success of “crew chief” positions created as a result
of a 1993 memorandum of understanding between the two parties " In short, flex-
ibility in designing of employee involvement initiatives needs to take in account
unique positions of the different union and management organizations.

Safety

Organizational safety, especially workplace violence, is integrally related to the post-
al culture. Based on this information and the examination of the postal culture in

xxxiv.  As noted in Appendix D.
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subsequent chapters and appendices, it became clear that, because of its ingrained
paramilitary posture, the USPS is a violence-prone organization. It was shown that its
stressful and toxic workplace environments were contributing factors to workplace
homicide and suicides by current and former postal employees. Additionally, it was
shown these environments negatively impacted the physical and mental health of
employees.

For this reason, it is a requirement that the subject contract team of occupational
health and organizational psychologists collaborate with senior postal manage-
ment to ensure that special attention is given to current violence prevention efforts
and initiatives, including improving upon them and creating new ones.

The USPS, in the 1990s, created a violence prevention program™ that in many re-
spects served as a model for private and public organizations. Several key strategies
of this program were, however, never fully implemented or satisfactorily utilized. For
example, the Peaceful Parting initiative touted by the USPS to deal proactively with
employees who are terminated never went beyond the pilot stages.

Even the Califano Report'® emphasized the importance of this initiative to preven-
tion of workplace incidences. International experts in the field of violence preven-
tion have also emphasized the importance of having a plan to deal with employee
termination as a means to prevent workplace tragedies.

Accordingly, itis a requirement that this initiative be instituted nationwide and con-
tinually monitored to ensure that appropriate management personnel are trained
on how to use the methods and strategies of a Peaceful Parting initiative and rou-
tinely use them when an employee is terminated.

Another example of an excellent initiative to prevent workplace violence that has
not been utilized to its potential is the identification and follow-up of hot spots in fa-
cilities throughout the USPS. As discussed in chapter eight, specific “hot spots” were
identified by a headquarters staff, primarily from complaints to congressional mem-
bers, complaints to the OIG, and petitions to headquarters and the national postal
unions and management associations. Once identified as a hot spot, this informa-
tion was forwarded to the appropriate area office and then to the appropriate postal
district for action. In fact, the OIG conducted an audit'®® on August 28, 1998, on this
initiative, but it is restricted information.

xxxv As noted in chapter five.
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Again, the hot list initiative was another very good initiative, but it had no teeth or
consequences for those who did not take appropriate action to address workplace
issues for those facilities placed on the list. As discussed in chapter eight, its integrity
and efficacy was comprised by the actions of postal executives. Accordingly, it is a
requirement that the “hot list” initiative be fully implemented and monitored. There
should be enforced consequences for not addressing serious workplace climate is-
sues at all levels of the organization.

A third example of an excellent initiative, which was not fully implemented as in-
tended, is the “Guidelines for Threats Assessment Teams.” The OIG and representa-
tives from postal headquarters periodically conducted audits on TAT compliance
and found that some postal districts were not having meetings as required or were
not following other required guidelines. This is unfortunate because experts in the
field of violence prevention are in universal agreement that a fully functioning threat
management teamis a critical aspect of violence prevention. Itis, therefore, arequire-
ment that this initiative is fully implemented, monitored, and that consequences are
enforced for not following the threat assessment team guidelines.

In March 2007, the USPS revised its TAT guidelines. A significant revision is that each
postal district must quarterly report electronically their compliance with the TAT
guidelines. This is helpful but there still needs to be consequences for those who are
not following the guidelines.

Finally, it is a critical requirement that the USPS honor the 1992 “Joint Statement
on Violence and Behavior™ agreement it signed, along with most of the ma-
jor postal unions and management associations. It is a moral imperative that all
postal employees, regardless of their rank, be held fully accountable for bullying
and abusive behavior in the workplace, especially its occurrence by workplace
bosses.

When workplace supervisors and managers continue to bully or emotionally abuse
employees under their purview, despite training and other corrective actions, they
need to be removed from positions of authority. Additionally, it is recommended
that a “Respect, Dignity, and Fairness” policy be developed, implemented, and em-
phasized at all ethics training, strategic planning sessions, route adjustments activi-
ties, and postal operations audits.

xxxvi  Asnoted in Appendix D.
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Summary and Concluding Comment

In the foregoing, | presented the process on how the USPS can create and maintain
a healthy organization. | then provided a brief overview of the job characteristics
model and its relationship to unhealthy and unsafe organizations. As a result of this
examination, | defined the term healthy organization and made a moral argument
for its development.

Finally, | delineated the means by which the USPS can shift from its current state
as an unhealthy organization to a healthy and safe organization in the context of
key components of organizational dynamics, including: 1) leadership, 2) organi-
zational design and job redesign, 3) reward and performance evaluation systems,
4)selectionanddevelopment, 5) change management6) employeeinvolvement,and
7) safety. In doing so, | provided requirements and recommendations to the USPS on
achieving optimal functioning for each of these key components.

It will take diligence, patience, and a fully engaged leadership to create and sustain a
healthy postal organization, but the fruits of this labor in terms of employee morale,
health, well-being, and commitment to the organization are the just rewards for de-
livering on this moral obligation and ethical endeavor.

CHAPTER ELEVER

Oversight and Accountability: Open
Letter to Congress

January 31, 2009
Congress of the United States
SUBJECT: Oversight and Accountability of the USPS

This letter is written with a fervent hope that renewed congressional oversight and
accountability of the postal culture and its violence prevention efforts will enable
the Postal Service to shift from an unhealthy organization to a healthy one. The chain
of events as provided below explains my motivation for writing this book.

| could not in good conscience turn a blind eye to high-ranking postal manage-
ment’s egregious display of arrogance and its lack of accountability for highly un-
ethical organizational practices and behaviors and not bring it to the attention of
the American public, the press, and, most importantly, to Congress. There has to be
stringent oversight and accountability, otherwise the degrading, dehumanizing or-
ganizational practices and behaviors far too common in the Postal Service will con-
tinue unabated.

Since this open letter is rather lengthy, it is divided in four sections . In the first sec-
tion, I discuss my motivation for writing this open letter and its inclusion in this book.
| provide a brief overview of my book in the second section. In the third section, |
present what | am convinced is required for the Postal Service to shift from an un-
healthy organization to a healthy one. In the final section, | discuss some of the cur-
rent, critical challenges impacting the Postal Service.
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My Motivation for Writing this Letter and Book

On January 3, 2007, | retired from the USPS after nearly thirty-four years of service.
Prior to my departure, my postal district became a highly toxic work environment for
a very high percentage of employees in postal management. As a result of this devel-
opment, under my role as the workplace improvement analyst for my postal district,
| conducted a workplace climate assessment. In the climate assessment report,'®® the
conditions leading to this toxic work environment and the horrific physical and psy-
chological impact it had on at least fifty employees were thoroughly documented.

After completing this report in October 2006, it was sent to the area manager of
human resources. Since there was not a timely response to the report, a copy of the
report was sent to the Area Vice-President and a courtesy copy was sent to the As-
sistant Postmaster General. In the cover letter, it was requested that the report be
brought to the attention of the Postmaster General on my behalf.

Because no response was received from these officials and the results from my
meeting with the area manager of human resources were unsatisfactory, a cover
letter and copies of my report were sent to the OIG director, human capital, and OIG
auditor-in-charge, human capital team, with courtesy copies sent to a U.S senator,
the President, NAPS, and the President of NAPUS. Sadly, to the best of my knowledge,
there was no further inquiry or investigation conducted after | retired.

Now that | have addressed my initial motivation for writing this book, it is important
to briefly explain how and why this book became more than just a commentary on
how a specific category of employees were egregiously treated in one postal district.
First, how they were treated was not unique to my district, nor was the category of
employees unique to the USPS in general. In order to demonstrate this, | needed
to set the foundation for this discussion by looking at the nature of violence in the
workplace, both physical and psychological. Accordingly, in Part 1 of this book, | pro-
vide a comprehensive definition of workplace violence and examine its prevalence,
sources, and impact in the United States in general and the USPS in particular.

Over two years have passed since the submission of my climate assessment report,
and postal managers from my former postal district complain that their workplace
environment remains highly stressful. Suffice to say, at this point, when top man-
agement or an organization condones or tolerates toxic work environments for its
employees, it has no moral compass. Accordingly, there is a critical need for your
oversight and legislative action to ensure accountability for how postal employees
are treated in their workplace in postal facilities throughout the country.
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Brief Summary of My Book

Parts 1-5

In Part 1, | examine the nature and prevalence of workplace violence in the United

States and the U.S. Postal Service. Because it has been an important debate for ex-
perts in the area of workplace violence, and for Congress, in Part 2 | examine the
notion of “going postal” to determine if there is any credence to the assignment of
this controversial term to the USPS. In taking a closer look at the record, as presented
in chapter four, it became very clear that the arguments by the USPS,'®” CDC,'® Cali-
fano Report,'® and invested consultants to frame the notion of “going postal” as a
myth is not supported by the overwhelming evidence to the contrary.

Based on my review of the record, the conclusion by the Califano Report was that
postal employees are no more likely to verbally abuse or physically assault their co-
workers than employees in the national workforce is flawed and erroneous. Contrary
to the Califano Report, the record instead supports the conclusion that the USPS
work environments have been a trigger for some of its employee-directed homi-
cides and that these incidents are far more frequent in the Postal Service when com-
pared to other organizations. The overwhelming empirical evidence supports that
this notion is both accurate and fair.

In Part 3 | review the USPS's violence prevention efforts to determine how well they

were addressing this critical priority. To the USPS’s credit, it developed an excellent
violence prevention plan to deal with violence in the workplace, for both psycholog-
ical aggression and physical workplace aggression. The main problem with the plan
is that its six core strategies were not fully implemented or fully executed, especially
the Peaceful Parting initiative. It is also particularly troubling that the Postal Service
does not routinely enforce the “Joint Statement on Violence and Behavior” for its
management personnel. These examples demonstrate a lack of commitment to fol-
low through and are intricately linked to the USPS’s emphasis on top-down controls
and paramilitary approaches to solving organizational issues, which permeate and
are reflective of the postal culture.

In Part 4 | assess the building blocks of postal culture and the impact of USPS stra-
tegic plans, congressional actions'”® and oversight, internal stakeholders, and postal
law enforcement on the workplace environment and its employees. In chapter six, |
briefly review the history of the USPS, including significant events and changes from
the 1950s to 1992. Special attention is given to the 1970 Postal Reorganization Act'”
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and the subsequent realignments, restructurings, and downsizings that transpired
after its passage. In Part 4, | also discuss the impact of the postal culture on postal
employees, their families, and the organization. In the following, | summarize obser-
vations, findings, and conclusions, from Appendices C-E and chapters seven to nine.
| wrote these components of Part 4 in significant part with you being the intended
audience.

Appendix C

In Appendix C, | provide observations and comments regarding the USPS’s seven
strategic plans (1998-2013) and | critically examine the Presidential Commission Re-
port of 2003'"2 and the 2006 Postal Accountability and Enhancement Act'”* as they re-
late to the building blocks of the postal culture. In this examination, it became clear
that the USPS had not planned or strategically focused on the creation of an em-
powered, participative work culture for its employees.

Further, | concluded that the main focuses of the USPS’s strategic plans dealt with
operations’ efficiency, improved service, reduction of costs, revenue generation, and
succession planning for postal management. In all these areas, the overarching focus
was on top-down controls, with diminutive attention provided to create and main-
tain a healthy organization.

In review of the Presidential Postal Commission Report, | found its recommendations
very telling. Their recommendations would have eliminated your oversight, provid-
ed massive increases in salaries for postal executives, and weakened postal unions’
collective bargaining rights.

While the Bush commissioners focused on recommendations so that the USPS could
become more efficient, productive, and flexible in carrying out its mission to provide
universal service, they did so in order that the chief beneficiaries would be the large
mailers. The clear losers, if their recommendations were implemented, would have
been at the expense of postal employees’ benefits and rights, along with the rights
of residential customers. The report was simply nothing more than a blueprint for
gradual USPS privatization.

Three years after the report was published, you enacted the 2006 Postal Account-
ability Act,'”* reluctantly signed into law by President Bush. Fortunately, you reject-
ed virtually all the regressive measures recommended by Bush’s commission. This
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rejection bode well for the postal and union management organizations and the
employees they represent.

It is noted, however, that after the passage of the Act, the USPS Board of Gover-
nors, in collusion with high-profile business leaders in the mailing industry, continue
their concerted efforts to privatize core operations of the USPS. The top-down con-
trol focus of the USPS, coupled with continual attempts to slowly and deliberately
privatize its core operations, have had a very negative impact on a preexisting harsh
postal culture. Postal employees are generally content with their wages and bene-
fits, but their postal culture continues to deteriorate because employees’ empower-
ment and participation is practically non-existent. Their trust in the intentions of top
postal officials, from craft employees to senior plant and district managers, is very
low. Both union and management organization leaders alike are becoming more
and more allied to openly confront the USPS’s arguably uncaring and reckless path.

Appendix D

In Appendix D, concerns of postal management are highlighted, concerns that par-
allel some of the findings of the workplace climate assessment previously discussed
at the beginning of this letter. For example, it was noted that on March 7, 2007, the
three management associations’ presidents'” (i.e., NAPUS, NAPS, and the League)
wrote an historical letter to John Potter, Postmaster General, requesting a meet-
ing to discuss their mutual concerns about the deteriorating work climate for their
members in the field. In this letter, the three signatories stated:

Postmasters, managers,and supervisors are under tremendous pres-
sure, with more requirements, reports, and unrealistic expectations.
We are concerned these conditions, if not reviewed at our level,

could result in serious consequences [emphasis added].... [W]e

believe that these are issues that should be a concern for both the

USPS and the management associations.'”®

In response to this request, Charles Mapa, President of the League, reported on the
League’s website that the association presidents met with Mr. Potter, and he agreed
that the numerous telecoms that postmasters and supervisors were forced to attend
daily were of little value. He reported that Mr. Potter agreed to a task force, includ-
ing the three management association presidents and two high-ranking officials
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at postal headquarters. However, as noted in Appendix D, these concerns were still
voiced in testimony at congressional meetings'’” on August 17, 2007, and on May
8, 2008. Sadly, | was recently informed that the subject task force was never imple-
mented. These types of “broken promises” by the USPS regarding critical issues are
far too commonplace.

In Appendix D, | also assess the role of the USPS Board of Governors, the four postal
unions, and the three management associations in the context of how they have
impacted the postal culture, especially in the last fifteen to twenty years. One of my
central observations includes that the USPS has had a long history of using the sci-
entific management approach, or management unilateralism, regarding its planning
and implementation of work methods and standards. This deliberate and inten-
tional approach discounts employee participation and input in workplace decision-
making. It has generated volatile anger, high stress, low morale, and violations of em-
ployee dignity and self-esteem—not just of craft employees, but also management
personnel in the field.

As further noted in Appendix D, the USPS'’s attempt, under the direction of the BOG,
to outsource its core operations and its secret work in network realignment of fa-
cilities has exacerbated employee turmoil and anger. Together these organizational
factors have accelerated the deterioration of the postal culture in the past ten years,
especially the last two years. From postal employees’ perspective, it would not be
difficult to conclude that the USPS cares little about their input, job security, or
well-being.

Postal unions and management associations have inadvertently added to the high
tensions created by the approaches and decisions of the USPS. They have strongly
lobbied Congress and have had numerous information pickets. They released dozens
of articles critical of the USPS approach to contracting and flawed performance mea-
surement systems. Many of these bulletins were posted on union bulletin boards at
all major postal facilities and on their respective websites. As a result of its disagree-
ments and “fighting back” with the USPS on these critical issues, it may have affected
some members to take even a dimmer view of the organization and become more
demoralized and angry.

The noted tensions, anger, and damaged self-esteem of postal employees do not
bode well for the USPS’s workplace environments or for the prevention of work-
place violence. The top-down control approaches espoused and modeled by USPS
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top management cascades through all layers of field management, and its negative
spillover effects can be seen frequently and daily on the workroom floor.

Appendix E

In Appendix E, | examine the role of both the United States Postal Inspection Service
and the United States USPS Inspector General Office (OIG) in the context of how they
have impacted the postal culture, especially since 2003. Postal law enforcement has
had a long, reputable history of dealing effectively with issues of mail fraud, em-
bezzlement of postal funds, and mail theft.

As a third appendage of postal management, however, they have not served postal
employees well. They have not effectively or willingly investigated misconduct by
high-ranking postal officials, and in its recent history, they have ostensibly aligned
themselves with postal management’s intent to privatize core postal operations. An
exception to this history is the period from 1997 to 2003 when Karla Corcoran was
the Inspector General.

In my examination of the recent history of the OIG (i.e., since 1993), the review of
the record supports that the office has shown little respect for employee and union
rights. It supports that they have shown little or no respect for the right to privacy on
information maintained by medical providers, nor have they advised workers of their
right to remain silent and have a union representative present to advise them dur-
ing an investigation. In trampling on these rights, the OIG has violated the National
Labor Relations Act,'”® the 2006 Postal Accountability and Enhancement Act,'”® and
the National Collective Bargaining Agreements, as well as other statutory laws and
rights afforded under the United States Constitution.

It became unequivocally clear that OIG’s mission statement and its actual practices
are aligned with the bottom line of the USPS. In practice, this means that OIG not
only audits the methods and practices of the USPS as it relates to its core operations,
but it also assists the Board of Governors and high-ranking postal officials in the
oversight of these methods and practices. It further became clear in my review of
the record that the OIG under the leadership of Mr. Williams has provided tacit ap-
proval and support for USPS privatization measures.

Some may ask the question: Why has the OIG become so aligned with the USPS’s
bottom line and the USPS'’s push to weaken the notion of universal service, thereby
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opening the door for major contracting out of core postal operations? The answer
is, in great part, political.

All federal agencies and the USPS have experienced unprecedented pressure from
the Bush administration to contract as many core functions as possible. Under the
helm of the BOG, this translates in attempts to open the door for major mailers to
become contractors for transportation, maintenance, mail processing, and delivery
positions. The mailing apparatus in the United States is a $900 billion industry. If
the universal service requirement can be relaxed by congressional legislation or by-
passed, this means huge profits for many of these contractors involved in the mailing
industry.

Chapter 7

In chapter seven, important hearings and inquiries regarding the postal culture, in-
cluding reports by Kappel,'®® GAO,™' congressional committees,'®? and the Califano
commission,'® were reviewed. As a result of this review, coupled with findings and
observations from chapter six and Appendices C-E, the organizational culture of the
USPS as it relates to its primary core values were discussed. The pertinent conclu-
sions from this review as they relate to the postal culture are provided below.

The core values embedded in the USPS’s organizational culture and its alignment
to its organizational structure has engendered a paramilitary, authoritarian postal
culture. It is a culture that promotes unilateral, top-down approaches to manage its
employees and their workload. This bottom-line mentality is highly visible in postal
facilities where autocratic management styles are too often reflected by use of fear,
harassment, bullying, or intimidation to achieve service, financial, and productivity
goals. These management styles are frequently rewarded by promotions, annual
merit raises, or cash awards for achievement of corporate goals.

Consequences of the unilateral, top-down approaches employed by the USPS in-
clude widespread fear, anger, stress, and turmoil for both craft and management
employees alike. Because of the concerted effort by the USPS’s Board of Governors
to contract out core postal operations, these fears, tensions, stress, and turmoil have
escalated in the last several years. Also, since these management approaches are
systemic in the USPS, many postal facilities have toxic work environments and they
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can be a catalyst or trigger for serious acts of workplace violence, including homi-
cide and suicide.

Based on my review of a myriad of reports, studies, and investigations regarding the
USPS culture, coupled with my experience as an insider, the USPS is clearly a highly
paramilitary, authoritarian organization.

Chapter 8

In chapter eight, | noted my relevant experiences in the USPS from 1973 to 2007
as a career employee. In presenting critical concerns in my tenure with the USPS, |
discussed those experiences that revealed the impact of unilateral, top-down man-
agement styles, policies, and standards and methods and their relationship to the
fostering of toxic workplace environments and workplace tragedies.

The reporting of these lived experiences served to validate the conclusion that, in
agreement with the ample evidence examined and provided throughout many of
the chapters of this book and its appendices, the postal culture fosters a manage-
ment style at all levels of the organization that is oppressive, autocratic, and un-
caring. Stated differently, these findings are in agreement with the documentary,
guantitative, qualitative, and anecdotal evidence reviewed from congressional hear-
ings and investigations, GAO reports, postal commission reports, and from the litera-
ture in the workplace violence field.

Chapter 9

In chapter nine, | discussed the negative fallout of postal culture on employees,
their families, and the organization, focusing primarily on the negative impact of
the postal culture on employees’ physical and psychological health. | highlighted
this impact from my personal experience as an EAP representative and a WIA for the
USPS from 1986 to 2007.

In Part 5, | provided a blueprint for the USPS to become a safe and healthy organiza-
tion. In the following, | summarize requirements and recommendations to the USPS
from chapter ten. Like Part 4, | wrote chapter ten in significant part with you being
the intended audience.
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Chapter 10

In chapter ten, requirements and recommendations were provided to enable the
USPS to shift from an unhealthy organization to a healthy one. In order to enable
this shift, these requirements and recommendations were linked to: 1) leadership,
2) organizational design and job redesign, 3) reward and performance evaluation
systems, 4) selection and development, 5) change management 6) employee in-
volvement, and 7) safety. As a means to support the Postal Service’s shift from an
unhealthy organization to a healthy organization, a key requirement was that the
USPS enter a long-term contract with a team of organizational and occupational
health psychologists to assist in the design, development, and implementation in
the above-noted areas for change and improvement.

Requirements and Recommendations

| close this book with an open letter to you. It is highly unlikely that any meaningful
or substantive change in the postal culture will occur unless you provide renewed
oversight and accountability. Without renewed oversight and accountability, the
USPS will continue to be a violent-prone organization with a culture that engenders
toxic workplace environments. The blueprint provided for the Postal Service to shift
from an unhealthy organization to a healthy one, as noted in chapter ten, will not be
acted upon if simply left to the USPS.

Accordingly, in the following, requirements and recommendations are made on how
you can ensure that the necessary changes are implemented. If acted upon, | believe
these requirements and recommendations will provide the framework and direc-
tion for ensuring the necessary changes and improvements to the organizational
culture of the USPS and its organizational structure.

The first legislative requirement that is necessary is the abolishment of the BOG.
This would require that either the 1970 Postal Reorganization Act be amended or
that the PAEA be amended. The BOG, under heavy-handed influence of the execu-
tive branch and business leaders from the mailing industry, has historically attempt-
ed and continually strives to contract-out core postal operations.

Because the BOG are appointed for long-term appointments and are essentially
part-time administrators who meet infrequently, they are tone deaf to the issue of
the postal culture and how it contributes to workplace violence and toxic workplace
environments. The focus and agenda of the BOG has been almost exclusively on
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business and customer objectives. This limited and unbalanced focus has contrib-
uted immensely to the acceleration of the USPS becoming an unsafe and unhealthy
organization. Accordingly, in order for the USPS to have any real chance of changing
its postal culture, the BOG has to be abolished.

In place of the BOG, it is a corollary requirement that the Postmaster General be
held responsible and accountable to improve the postal culture. As for future selec-
tions and the removal of the Postmaster General for cause, it is recommended that
the General Accounting Office’s (GAO) comptroller general of the United States be
vested with this authority. The GAO is, as you are aware, very familiar with the postal
culture and its challenges. If you consider vesting another agency with this author-
ity, it is recommended that you rule out the Postal Regulatory Commission (PRC).

As noted in Appendix D, through the influence of the executive branch and the
mailing industry, the PRC has arguably become politicized and partisan regarding
the business interests of the large mailers. As a result of the current make-up of the
PRC members and in view of their long-term appointments, this stance is unlikely to
change in the foreseeable future.

The second legislative requirement is that you amend the 2006 Postal Account-
ability Enhancement Act by placing restrictions on the PRC's oversight and account-
ability responsibilities regarding the USPS. The amendment will need to include
specific language that prevents the PRC from colluding with the postal mailers to
privatize the USPS, including quarterly audits of the PRC by the GAO to ensure com-
pliance.

The third legislative requirement is that you further amend the 1996 legislation
known as the Inspector General Office Act of 1978, as amended.'® This legislation,
as you are aware, authorized for some of the auditing and investigative functions to
be transferred from the USPIS to a newly created OIG within the USPS, and for the In-
spector General to be appointed by and under the general supervision of the BOG.

Specifically, it is recommended that you amend this legislation to stipulate that the
Inspector General will report to the comptroller general of the United States. This
recommendation is consistent with my earlier recommendation that the comptrol-
ler select future postmaster generals.

The fourth legislative requirement is that you amend the 2006 Postal Account-
ability Enhancement Act by requiring a long-term contract team of professionals to
assist the USPS in creating and sustaining a safe and healthy organization. Global
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recommendations in the amendment include the following: 1) the contract team
to be hired and financed through monies authorized and provided to the GAQO, 2)
a long-term contract for five years with provisions for extensions, and 3) progress
reports provided by the contract team quarterly to the comptroller of the United
States, Congress, USPS, and all the union and management organizations.

The fifth legislative requirement is to enact national legislation for the prevention
of bullying in the workplace. Dr. Gary Namie and his wife, Dr. Ruth Namie, founders
of the Bullying Institute,'® along with their colleague Dr. David Yamada,'®® have for
years pushed for such legislation at the state and federal level. In order for national
legislation for the prevention of workplace bullying to have the intended impact, it
would require sanctions to employers or their representatives who are in violation
of a new workplace statute that defines workplace bullying as a harmful and illegal
activity.

Specifically, sanctions would need to include monetary fines and legal recourse,
similar to the EEO process for the targets of bullying. Additionally, it is recommend-
ed that the legislation empower the U.S. Department of Occupational Safety and
Health Administration (OSHA) with oversight and shared enforcement authority for
this new statute with the National Institute for Occupational Safety (NIOSH).

In crafting the fifth legislative requirement, it is critical that language in the legisla-
tion include a provision to designate additional monies to NIOSH to research the
impact of stress in the workplace in general and the effects of bullying within the
governmentagencies (including the USPS) and private organizations. In March 2008,
NIOSH, in collaboration with the American Psychological Association and Society for
Occupational Health Psychology, sponsored the Seventh International Conference
on Occupational Health & Stress. A significant part of the conference focused on
workplace bullying and its prevention. It is further recommended that language in
the legislation include a provision to empower and provide monies to NIOSH to con-
duct specific studies comparing workplace homicides and suicides in other federal
agencies with the USPS.

The fifth legislative requirement will need specific language to address sanctions for
the violations of the Federal Labor Standards Act (FLSA). As noted in Appendix D, this
has been a special and ongoing concern for postal management associations and
the employees they represent. In previous testimony to congressional committees,
management association presidents have testified about this widespread problem
for several decades.
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However, the USPS continues to use organizational bullying tactics as a means to
compel many field management employees to work numerous hours, way beyond
the traditional forty-hour work week, and without additional compensation. In the
climate assessment report regarding my former district, this organizational bullying
practice was noted as a chief cause of widespread and harmful psychological and
physical symptomes. It is critical that Congress address and ensure that this injurious
and unsafe practice is no longer the norm within the USPS for its field management
employees.

The sixth legislative requirement is to enact legislation that prevents the USPS

from significant contracting out of its core Postal Services. Two bills that currently
support this legislative requirement are the Mail Delivery Protection Act'®” and the
Mail Network Protection Act.'® Until these bills or similar bills are passed, Congress
will be caught in the middle of the maneuvers by profiteers in the mailing industry
to privatize more and more core postal operations and the union and management
organizations battling to prevent it from happening.

One additional and critical requirement for dramatic improvement of the harsh,
paramilitary postal culture is for Congress to ensure that, by virtue of its oversight
and accountability responsibilities, the specific requirements noted in chapter 10
are fully implemented by the USPS, including that the USPS create a new “Depart-
ment of Organizational Effectiveness.”

If the USPS is able to make these changes, in the context of the seven structural and
cultural factors delineated in chapter 10, it can successfully shift from an unsafe and
unhealthy organization to a safe and healthy one. This will not happen, however, un-
less you maintain stringent oversight and hold the USPS fully accountable for this
transition.

A Clarion Call for Post-PAEA Reform

During the last several years, there have been several unprecedented actions and
events impacting the future of the USPS. For example:

1. The last two to three years in the USPS have been marked by employees’
pickets regarding outsourcing of postal operations and employee treatment,
the egregious tactics used by the OIG, and three separate incidences of ho-
micide committed by current and former employees in 2006.
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2. In light of a 7.6 billion dollar deficit from fiscal year 2007 to fiscal year 2008,
the USPS is considering the lay-off of employees for the first time in its his-
tory and wage concessions from its management associations.

3. In2006, the PAEA was signed into law, several post-PAEA congressional hear-
ings'®were held, and bills were sponsored to prevent the USPS from con-
tracting out postal operations.

4. The PRCrecently selected a contractor'® to conduct a study on the universal
service obligation, despite writings from two key members of the contractor
who have expressed anti-union sentiments and the favoring of contracting
of core postal operations.

5. In June 2008, the USPS submitted to you its “Network Plan.”"' On this same
date, the USPS also submitted a seventy-page draft statement of work for
contractors,'” regarding proposals on contracting services involving distri-
bution, infrastructure, and transportation for bulk mailing centers. Subse-
quent to these submissions, the USPS had requested authorization for early
retirements for up to forty thousand career employees, which was approved
by the OPM. Additionally, the USPS is reviewing the options of layoffs, four-
day work weeks (ten hours a day), and two tours of duty instead of three at
mail processing plants.

6. OnJuly 24,2008, the Congressional Subcommittee on Federal Workforceheld
a meeting to discuss the USPS’s network plan and its potential impact on its
stakeholders. As expected, the major representatives for the mailing industry
and the Postal Service enthusiastically supported the plan, while the union
organizations were adamantly against it.

7. In GAO testimony'? at the July 24, 2008 subject meeting and in its previ-
ous study'* submitted to Congress in July 2008, it was noted that the USPS
had not been transparent in dealing with stakeholders, that the USPS did not
have a system in place to determine savings from the plan, and that it did not
provide an accounting for all of its contracting services.

Indeed, the stakes are high; addressing and dealing with issues regarding the para-
military, authoritarian postal culture and the systematic attempts of large scale
privatization of postal core services will be an arduous task. Your full attention and
commitment to addressing and dealing with these issues are absolutely necessary.
Safeguarding the integrity, safety, health, and rights of postal employees and their
union and management organizations over the interests of profiteers in the mailing
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industry is the only honorable path to take. The requirements and recommenda-
tions noted herein, | believe, provide a blueprint to achieve these objectives.

The record shows that you have traveled this honorable path. Now is the time for
you to meet these partisan and profiteering interests head-on, and to say enough is
enough, by expeditiously enacting the required legislative changes and forwarding
them to the President of the United States. Postal employees and their family mem-
bers are counting on it.

Best regards,

Stephen D. Musacco, Ph.D.



APPENDIX A

Psychological and Physical Aggression in the
Workplace: Its Prevalence, Source, and Impact

Psychological Aggression in the Workplace: Its Prevalence,
Sources, and Impact

The Northwestern Study

The Northwestern Study'® was conducted because of concern about the overall
safety and health of employees in the workplace. It was claimed to be the first study
conducted in the United States to assess the scope of fear and workplace violence
and its effects in the workplace. A chief conclusion was that violence and harass-
ment in U.S. workplaces were pervasive. Significant limitations of the study were its
sample size (six hundred) and low response rate (29 percent).

Two key findings of the subject study, when extrapolating the number of employ-
ees in the sample (from the period of July 1992 to July 1993) to the national work-
force, indicated that sixteen million employees were harassed and six million were
threatened. This projection was based on the fact that 19 percent of the respondents
stated they experienced harassment in the previous twelve months and 7 percent
reported they experienced a threat of physical harm. Combined percentages indi-
cated thatin the previous twelve months of the study, 26 percent of the participants
reported experiencing abusive workplace behavior.

Other key findings of the subject study were: a) violence and harassment dramati-
cally affected the health and productivity of victims and other workers, b) a strong
relationship exists between job stress and workplace harassment, c) the majority of
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employees did not report their harassment (58 percent), d) non-victims were also
affected as a result of witnessing the acts of harassment, e) most workplace threats
were from coworkers rather than the boss (32 percent compared to 5 percent), and
f) most workplace harassment was from coworkers rather than the boss (47 percent
compared to 39 percent)

As indicated previously, one of the chief findings in the subject study was that there
was a strong relationship between job stress and workplace harassment. Partici-
pants identified as experiencing stress as a result of the harassment reported two
times the rate of stress-related conditions (e.g., depression, anger, insomnia, head-
aches, and ulcers) compared to those who reported no harassment. They were re-
ported to be twenty times more likely to have reduced productivity and ten times
more likely to leave their jobs, compared to those who did not report experiencing
workplace harassment.

United States Hostile Workplace Study 2000

The U.S. Hostile Workplace Study' was a web-based survey where 1,335 respon-
dents self-identified as directly experiencing harassment or bullying in the work-
place. At the time, this was claimed to be the largest group of self-identified targets
of bullying in the world. The study’s chief purpose was to look at the impact of work-
place bullying from the viewpoint of the health and careers of employees who were
bullied.

The definition of bullying provided by the Workplace Bullying Institute is as follows:
“Repeated illegitimate mistreatment of a targeted employee by one or more per-
sons characterized by acts of commission and omission which impair the target’s
psychological and physical health and economic security.”™’

The Hostile Workplace Study has several limitations, one of which was the study was
not random. Since the study was web-based, there was no foolproof way to prevent
someone from taking the survey more than once. In reporting the findings, Gary Na-
mie, founder and research director, indicated that targets of bullying were exposed
to bullying behaviors on the average of 16.5 months with 42 percent of the targets
reporting the bullying behaviors lasting eighteen months or longer.

Key findings of the Hostile Workplace Study include categories of bullying behav-
iors experienced by targets in the workplace. For example, targets experiencing
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screaming/yelling comprised 14 percent of the bullying behaviors, while 30 percent
experienced controls of resources (time, budget, support, and training). Targets ex-
periencing constant personal verbal assaults on character comprised 30 percent of
the total bullying behaviors, while 36 percent reported that the bully had attempted
to manipulate the impression others had of them.

Other key findings of the subject study was that 46 percent of the targets reported
being humiliated by their bullies publicly, while 34 percent of the hostile behaviors
were reported as completely private, and the remaining 20 percent reported that it
was behind closed doors but was meant to be overheard. Gary Namie pointed out
that bullying is no secret in the workplace. He reported that 96 percent of the work-
force was aware of the occurrence of bullying, either by being a witness to it or by
hearing about it directly from the target.

The subject study also looked at why people were targeted in the workplace. Based
on a checklist used in the study, the top reasons self-identified targets reported for
bullying behaviors were: a) they resisted control of the bully (58 percent), b) the
bully envied their competence in the work to be done (56 percent), ¢) bully envied
their social skills, their being liked (49 percent), d) ethical behavior, whistleblower
(46 percent), and e) cruel personality of the bully (42 percent). The total percent-
age does not equal 100 percent because the target could report more than one
reason for the hostile behaviors of the bully. Importantly, the survey for the subject
study was designed to compare the frequency of bullying compared to illegal dis-
crimination. The findings showed that 77 percent of cases involving bullying did not
qualify under the law as illegal discrimination. Consequently, bullying of employees
was considered to be two to three times more prevalent than illegal discriminatory
behaviors such as sexual harassment, race harassment, and gender harassment
combined.

The subject study focused in great detail on the effects of bullying on the target-
ed individuals. For example, the study focused on health impairments, which were
identified in the survey by employing a thirty-five-item health impairment check-
list. The top three health impairments reported were severe anxiety (94 percent),
sleep disruption (84 percent), and loss of concentration (82 percent). Other signifi-
cant findings reported by the targets were stress headaches (64 percent), racing
heart rate (48 percent), diagnosed depression (41 percent), significant weight loss
or gain (40 percent), panic attacks (33 percent), migraines (23 percent), and chest
pains (21 percent).
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The health impairment checklist in the study looked at the notion of work trauma or
three factors related to post-traumatic stress disorder. Specifically, the three items
on the checklist for the identification of work trauma were: 1) hyper-vigilance (easily
startled, on guard, feeling edgy, paranoia), 2) thought intrusions (nightmares, flash-
backs, recurrent memories) and 3) avoidance-dissociation (numbing of thoughts,
feelings, need to avoid traumatizing location). Remarkably, of the 1,335 participants
who self-identified as having been bullied, 31 percent of the women and 21 percent
of the men reported having experienced all three factors.

The American Workplace Survey - 2006

The American Workplace Survey was conducted in 2006 and was reported in a
journal article titled “Burned by Bullying in the American Workplace: Prevalence, Per-
ception, Degree and Impact.”'® The survey was conducted via the Internet and the
total number of participants was 469. Similar to the Hostile Workplace Study, a chief
limitation of this study was that it was conducted online, and, like the Northwestern
Study, the sample size was relatively small.

A significant strength of the study was that, in order to keep potential participants
frominferring, the study wasfocused onbullying. The questionnaire notonlyincluded
items from a well-established “bullying” measure, but it also included an equal
amount of items that were not related to bullying behaviors. In addition to the forty-
four survey items provided in the survey, using an accepted definition of bullying in
the research field, the participants were asked if they had ever been bullied in the
workplace by responding yes or no. Based on these data, the researchers were able
to determine if there was a difference between self-identified targets of bullying and
the findings from the measure (i.e., forty-four survey items) used for bullying in the
guestionnaire. If participants answered yes to being bullied in the workplace, they
were requested to provide the duration of the bullying.

A key finding of the study was that subjects, on the average, experienced the nega-
tive behaviors associated with bullying for a duration of 18.6 months. This finding
was similar to the finding of the Hostile Workplace Study, which showed the average
duration of 16.5 months. These are significant findings because the longer employ-
ees are experiencing the effects of the abusive behaviors or bullying, the greater
harm that can occur in terms of their health, job, family, and community. The longer
the abuse lasted over time the greater the opportunity for the occurrence of harmful
effects.
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Another key finding of the subject study was that 28 percent of the employees sur-
veyed were found to be bullied for a period of six months or longer where they were
a target of at least two negative acts weekly or more often. Of these 28 percent, only
9.4 percent self-identified as being bullied. Such a large difference found between
judging oneself as being bullied compared to what was measured by the survey
on bullying is remarkable. This under-reporting of self-identified bullying may be
related to concerns of self-stigmatization or being viewed as weak by others.

The subject study reported a link between the degree of bullying, stress, and job
satisfaction: The more frequent the bullying was experienced, the greater the re-
porting of stress and lower the job satisfaction. Those who were not bullied but wit-
nessed bullying reported higher workplace negativity, especially when the degree
of bullying was more intense.

U.S.Workplace Bullying Survey September 2007

This survey'® was conducted by Zogby International and the analysis, findings, and
report presentation was provided by Gary Namie, research director of the Workplace
BullyingInstitute.The survey usedarepresentative sample of the United States worker
and was conducted via online interviews with 7,740 adult employees. It was the
largest survey to date regarding workplace bullying and had a very low estimated
margin of error ranging from +1 to -1.

Gary Namie accurately indicates in his report that workplace bullying in the United
States is epidemic. Two key findings reported from the study in support of this ob-
servation was that 37 percent of the participants reported they were bullied at some
point in their employment career while another 12 percent reported to have been
a witness to bullying in the workplace. Based on these findings and projecting how
many of the 146 million workers were impacted by bullying, the study estimated
that 54 million workers had been bullied and another 17.5 million had witnessed
this occurrence. It was therefore estimated that 71.5 million workers had been nega-
tively impacted by bullying at some point in their career.

The subject study did not present a finding regarding how many employees in the
last twelve months had experienced bullying in the workplace. However, using the
most conservative figure of a 13 percent rate, coupled with taking in account that
37 percent of the population had at some point in their career experienced bullying,
it was estimated that nineteen million workers were at risk each year. Consistent
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with the findings from the U.S. Hostile Workplace Study, the present study found
that bullying was four times more prevalent than other forms of harassment com-
bined; that is, sexual, gender, race, ethnicity, religion, disability, or age harassment
combined.

The subject study also found that 62 percent of those who reported the bullying to
their employer indicated that the problem either became worse or the employer
did nothing. Based on these findings, the report concluded that an estimated 21
to 28 million employees left their jobs. Taking in account the report finding that 73
percent of the bullied targets reported having had endured bullying for more than
six months, with 44 percent for more than one year, resigning from the job is under-
standable.

Consistent with the Northwestern Study and the Hostile Workplace Study in
2000, the subject study concluded that bullying was an urgent public health haz-
ard. For example, findings revealed that 45 percent of bullied targets reported
stress levels that affected their health (i.e., psychological or physical complica-
tions) and 33 percent of them suffered from these complications for more than
one year. Other key findings reported were as follows: 1) 54 percent of those
bullied reported that the mistreatment occurred in front of others, 2) 32 per-
cent behind closed doors, in silence, and 3) 10 percent behind doors kept open
so others could hear. The study showed that 72 percent of bullies were boss-
es and the bully’s boss had the support of one or more higher level manager for
the harassment.

Unlike the Hostile Workplace Survey, the participants in the subject study included
five broad categories of mistreatment to choose from regarding the bullying be-
havior they experienced. These categories of mistreatment and the associated
percentage of occurrence were reported as follows: 1) verbal abuse (53 percent) in-
cluding shouting, swearing, name calling, malicious sarcasm, threats to safety, etc.
2) behavior/actions (52.5 percent)—public or private that were threatening, intimi-
dating, hostile, offensive, inappropriately cruel conduct, etc. 3) abuse of authority
(46.9 percent) including undeserved evaluations, denial of advancement, stealing
credit, tarnished reputation, arbitrary instructions, unsafe assignments, etc. 4) inter-
ference with work performance (45.4 percent) including sabotage, undermining,
ensuring failure, etc., and 5) destruction of workplace relationships (30.2 percent)
among coworkers, bosses, or customers.
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Physical Aggression in the Workplace:
Its Prevalence, Sources, and Impact

Non-Fatal Acts of Physical Aggression in the Workplace
The Northwestern Study

As mentioned previously, the 1993 Northwestern Study?® stated rationale for this
study was concern about the overall safety and health of employees in the work-
place and that the study had a small sample size and low response rate.

The notion of non-fatal acts of physical aggression in the study was framed as physi-
cal attack. The definition provided for “physical attack” was as follows: “Aggression
resulting in a physical assault with or without the use of a weapon.” The primary
finding was that 3 percent of the participants reported being physically attacked
in the previous twelve months. Based on this frequency of 3 percent, it was pro-
jected that approximately 2.2 million employees in the workforce were physically
attacked in the workplace over the same twelve-month period.

The study also reported that 15 percent of the participants reported physical attack
during their lifetime of employment. In terms of the perpetrator or the source of
the physical attack, 44 percent reported customer or client, 24 percent stranger, 20
percent coworker other than boss, 7 percent boss, 3 percent former employees, and
3 percent someone else.

Although the subject study does not address the impact or negative effects of physi-
cal attacks perpetrated on targets, it is universally recognized by professionals in the
field of workplace violence that physical assault has negative physical and psycho-
logical consequences for targets of physical aggression. This observation is more
relevant considering the finding that 18 percent of the non-fatal acts of physical
violence involved a lethal weapon.

National Survey of Workplace Health and Safety

The National Survey of Workplace Healthy and Safety?®' was conducted from 2002
to 2003 and was based on a nationally representative sample of 2,829 workers. The
initial sample for this ambitious study was based on 34,000 telephone numbers,
which later were reduced using sophisticated statistical procedures in order to safe-
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guard the reliability and validity of the results. Of those participants selected for
interviews, 57 percent actually participated in the study. Interviews of the partici-
pants lasted approximately forty-five minutes and the interviews were conducted
by highly trained interviewers. Unlike in the Northwestern Study, the participants
in this study were “weighted” according to standard procedures in order to make
reasonable projections about the total workforce.

The overall prevalence of physical violence reported at work for the previous twelve
months in the subject study was 6 percent. Projecting the number of employees
affected in this study (i.e., 6 percent), in the context of the number of employees in
the national workforce, as estimated by the Bureau of Census for the same year, the
total number of employees potentially impacted by physical violence was approxi-
mately seven million.

In the study, there were four basic questions to make a determination of physical vi-
olence. These questions and reported frequency rates for each over a twelve-month
period were: a) pushed you, grabbed you, or slapped you in anger (3.9 percent),
b) kicked you, bit you, or hit you with a fist 3.0 percent, c) hit you with an object, tried
to hit you with an object, or threw an object at you in anger (4.2 percent), and d) at-
tacked you with a knife, gun, or another weapon (0.7 percent). In this study findings
regarding the perpetrators or sources of physical violence were compatible with
findings in Northwestern Study. Like the Northwestern Study, this study did not ex-
amine the impact of physical violence on the physical and psychological well-being
of the targets.

Physical Aggression in the Workplace: The Specter of Workplace Homicide

An excellent framework to classify sources or types of perpetrators of workplace vio-
lence in general and workplace homicide in particular was presented in a study con-
ducted by the U.S. Department of Labor’s Bureau of Labor Statistics (BLS) in 2006.2°2
The four types classified by the BLS were:

1. Criminal explains when the perpetrator has no legitimate relationship to the
business or its employees and is usually committing a crime in conjunction
with the violence (e.g., robbery, shoplifting, or trespassing).

2. Customer or Client describes when the perpetrator has a legitimate rela-
tionship with the business and becomes violent while being served by the
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business (e.g., customers, clients, patients, students, inmates, or any other
group to which the business provides services).

3. Coworker describes the situation where the perpetrator is an employee,
past employee of the business, or contractor who works as a temporary em-
ployee of the business and who attacks or threatens another employee.

4. Domestic Violence explains when the perpetrator, who has no legitimate
relationship to the business but has a personal relationship with the intend-
ed victim, threatens or assaults the intended victim at the workplace (e.g.,
family member, boyfriend, or girlfriend).

Although the BLS classification of four types provides a useful framework for both
non-fatal injuries and fatalities in its application, the primary focus in this section is
workplace homicides. It is useful, however, to view the prevalence rate of workplace
homicides in the context of all workplace fatalities.

Accordingly, the discussion below first focuses on the most frequent occurring work-
related fatal events and then is limited to workplace homicide in general and work-
place homicide committed by current or former employees (i.e., employee-directed)
in particular.

In 1993, the National Traumatic Occupational Fatalities (NTOF) Surveillance System
report’* showed that from 1980 to 1989 workplace homicide was the third lead-
ing cause of death in the workplace. During the span of these ten years, 7,600 or
12 percent of all fatalities in the workplace were deemed a result of occupational
homicides. The study did not show, however, what percentage of the occupational
homicides was related to the BLS category of coworker, or what | termed employee-
directed homicide in chapter two.

According to the Census of Fatal Occupational Injuries (CFOI) and data collected by
the Bureau of Labor Statistics,?** workplace homicides for the previous two years
had become the fourth leading cause of death in the workplace, behind fatalities
caused on the highways, falls, and struck by objects. It reported that workplace ho-
micide had an annual decline since 2003, declining 9 percent from 2005 to 2006 or
from 567 to 516.

The majority of workplace homicides in the workplace are related to robbery. Ac-
cording to BLS and CFO statistics over the past two decades, robberies, on an annual
basis, account for around two-thirds to three-quarters of all workplace homicides.
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Estimates for the annual average of workplace homicide where a coworker or for-
mer employee is the identified perpetrator are estimated to be in the range of 6
percent to 15 percent.

Although the Bureau of Labor Statistics has taken careful attention in mapping out
broad categories for fatalities in the workplace (e.g., highway events, falls, struck by
objects, workplace homicides), it has not identified percentages or the number of
employee-directed (i.e., current or former employee) homicides on an annual basis.
This explains why researchers in the field of workplace violence have reported an
annual range of 6 percent to 15 percent for employee-directed homicide.

All deaths in the workplace are potentially traumatic to the physical and psycho-
logical health of their employees, including costs to the organization in terms of
loss productivity, retention, absenteeism, and loss or reputation. This observation is
more relevant when workplace homicide involves a current employee or former em-
ployee. The United States Postal Service knows first-hand the impact of these events.
Their negative impacts underscore the need to design a healthy organization to pre-
vent these violent tragedies.

APPENDIX B

Profile of Workplace Tragedies in the
U.S. Postal Service

In presenting the history of workplace tragedies from 1983 to 2006, my sources?®
include materials from the USPS violence prevention program, textbooks and re-
search articles, congressional reports, and Internet sites related to workplace
violence.

From 1983 to 2006, there were seventeen workplace tragedies in the USPS.
These workplace tragedies focused on employee-directed homicides by current
and former employees. | define employee-directed homicide as an act of murder
of others or self by a current employee or former employee that has a clear nexus to
the workplace and is perpetrated against another employee(s) or self in response to
political, social, economic, organizational, individual, media, or the availability of guns
factors.

From 1985 to 1998, there were nine other incidences of postal workplace trag-
edies in the USPS. Some of these tragedies received notoriety and press while oth-
ers did not. Unlike the previously mentioned seventeen workplace tragedies, there
were no noteworthy links to organizational factors. There is, however, one suicide
discussed that strongly appeared to involve organizational factors, but its occur-
rence was off postal premises.

In discussing these twenty-six postal tragedies, a brief narrative of each event is pro-
vided. The account is graphic and disturbing, especially for the seventeen workplace
tragedies listed from 1983 to 2006.
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Workplace Tragedies within the U.S. Postal Service from 1983 to 2006

Perry Smith - 1983

Perry Smith, former employee, entered into the Johnston, South Carolina, post office
with a 12-gauge shotgun and killed the local postmaster and shot and injured two
former coworkers. Upon seeing Smith, the postmaster initially fled the post office
and hid in a storage room at a convenience store across the street. Perry Smith fol-
lowed him, kicked the storage room door open, and reportedly shot the postmaster
twice, once in the stomach and once in the chest.

Brief Narrative

Perry Smith reportedly resigned three months prior to this workplace tragedy. He
reportedly had twenty-five years of service as a postal worker. Prior to his resigna-
tion, it was reported that he was depressed as a result of his son committing suicide
and this affected his work performance. It was further reported that his boss began
reprimanding him for performance issues, such as exceeding his lunch break or de-
livering mail to the wrong addresses. He reportedly killed the postmaster on his last
day of work and stated, “I told you | would get even with you, you son-of-a-bitch.”
Perry Smith was found incompetent to stand trial. A court-appointed attorney re-
portedly claimed Mr. Smith thought he was “Moses” and was on a mission.

James Howard Brooks - 1983

James Brooks, current employee (age fifty-three) entered into the Johnston, Alabama,
post office with a .38 caliber handgun and killed the local postmaster and shot and
injured his immediate supervisor. Subsequent to killing the postmaster by gunshots
to the head, James Brooks ran up the stairs of the building after his immediate su-
pervisor and shot him twice, once in the stomach and once in the arm.

Brief Narrative

Prior to this workplace tragedy, James Brooks reportedly was frustrated and angry
because of issues related to forced overtime and under-compensation; that is, not
getting paid for work while on duty. It was reported that he took these issues to his
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local union and the National Labor Relations Board but was not successful in obtain-
ing a remedy in his favor.

Steven W. Brownlee - 1985

Steven Brownlee, current employee with twelve years of service, opened fire on the
night shift in the Atlanta, Georgia, main post office with a .22 caliber pistol and
killed a supervisor and a coworker, including wounding a third coworker in a mail

sorting area.

Brief Narrative

Prior to this workplace tragedy, Steven Brownlee reportedly had been forced to work
seventy- to eighty-hour workweeks to keep up with the supervisor’'s demands and
heavy workloads, suggesting that organizational factors may have been involved.
Steven Brownlee reportedly heard voices periodically.

Patrick Henry Sherrill - 1986

Patrick Sherrill, current employee, eighteen years of service, employed at the Ed-
mond, Oklahoma, post office, armed with two .45 Colt government-issue semi-
automatics, a .22 caliber pistol, and ammunition in his mailbag, drove to work as
usual at 6:45 am. Upon entering the building, he began his systematic rampage by
fatally shooting his supervisor and thirteen of his coworkers, including wounding
fourteen coworkers and firing nearly fifty bullets in less than ten minutes. Most em-
ployees, like Patrick Sherrill’s supervisor, were shot at close range in the chest. Later,
he reportedly was seen sobbing and then fired one fatal bullet to his head, dying
less than two feet from his supervisor. The Oklahoma shooting was the deadliest act
of employee-directed homicide in U.S. history.

Brief Narrative

Patrick Sherrill reportedly demonstrated violent tendencies while in the Marine
Corps and at his previous employment. While in the military, he reportedly point-
ed a loaded gun at his superior. Prior to the shooting, local postal management
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reportedly was highly focused on his performance. He told friends and coworkers
that he was unhappy with the treatment by his supervisors. Some employees stated
he was a problem employee, including that he had a poor work performance and
was a complainer. However, some union officials claimed the shooting was the re-
sult of a tyrannical management style, reflective throughout the USPS.

Warren Murphy - 1988

Warren Murphy, current employee, entered into the New Orleans, Louisiana, postal
facility with a 12-gauge shotgun hidden under his pants and under his work apron.
Later during his work shift, after an incident with a supervisor, he reportedly went
to the men’s room and came out brandishing the shotgun. He then fatally shot his
supervisor in the face. The fired shot reportedly wounded two other postal employ-
ees. After the shooting, he held his ex-girlfriend hostage. Later two FBI SWAT agents
reportedly were wounded upon finding Warren Murphy in a supervisor’s office. He
eventually surrendered to the agents.

Brief Narrative

Most accounts of the shooting rampage committed by Warren Murphy indicated
there were no fatalities. However, the USPS in one of their reports indicated that
a postal supervisor died as a result of this workplace tragedy. The report indicated
that three employees were wounded in the shooting, one reportedly blinded in
one eye.

Warren Murphy reportedly told coworkers he was suspicious that his supervisors
were having an affair with his ex-girlfriend. He complained about family problems
and his frustration with postal management. He reportedly told his ex-girlfriend
that the New Orleans post office did not care about the mail or people and, on sev-
eral occasions, said someday he would kill his supervisors with a shotgun while she
watched.

Dan Mace - 1989

Dan Mace, current employee, age forty-four, walked into the Poway post office in San
Diego County and, using a .38 caliber, fatally shot himself in the temple.
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Brief Narrative

Dan Mace reportedly was frustrated with petty harassment and bullying by his su-
pervisors and wrote a letter to the media detailing his grievances. In this statement,
he reportedly stated, “By the time you receive this, | should be dead.” The supervisors’
harassment methods reportedly included the monitoring of his bathroom breaks
and watching and “clocking” him while he took his lunch breaks at home, which os-
tensibly was on his route and a designated break area. A spokesman for the USPS re-
portedly stated that Mr. Mace had disciplinary problems. During the year Dan Mace
committed suicide, there were three other postal employees working in the San
Diego area who reportedly committed suicide.

John Taylor - 1989

John Taylor was a current employee with twenty-seven years of service. After killing
his wife at home, he went to the Escondido post office in San Diego County armed
with a .22 caliber semi-automatic pistol and fired twenty rounds, killing two co-
workers at a picnic table on the loading dock outside the postal facility. He later re-
portedly went inside the postal facility and shot and wounded a coworker and then
fatally shot himself in the temple.

Brief Narrative

John Taylor reportedly was considered a model employee, receiving numerous
awards and bonuses and was well liked by most everyone. He reportedly was up-
set with the changes in the culture of the Postal Service, which he attributed to in-
creased stress levels and loss of camaraderie. During his rampage, he appeared to
single out certain employees.

Employees interviewed reported that John Taylor thought that Postal Inspectors
were “targeting” him by planting cash along his route. It was also reported that he
had a drinking problem, which he kept well hidden. He reportedly suffered from in-
juries to his feet, back, and shoulder as a result of carrying mail over the years.

Joseph M. Harris - 1991)

Joseph Harris, former employee with twelve years of previous employment with the
USPS, killed his former supervisor in her apartment with a samurai sword. He then
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reportedly went to a postal facility in Ridgewood, New Jersey, armed with a 9mm
Uzi handgun, a .22 caliber machine gun with silencer, three hand grenades, and
some homemade ether bombs. Upon arriving at the facility, he shot and killed two
mailhandlers and injured several others before being apprehended by law enforce-
ment.

Brief Narrative

Joseph Harris reportedly hunted down his former supervisor and killed her two years
after he was fired. Prior to his murderous rampage, in a two-page letter he reported-
ly made references to what he considered unfair treatment by postal management.
He also referenced the Edmond, Oklahoma, postal tragedy.

Thomas Mcllvane - 1991

Thomas Mcllvane was a former employee and letter carrier. The day after receiving
notice that an arbitrator upheld his firing, armed with a sawed-off .22 caliber Ruger
Rimfire rifle, he entered the Royal Oak, Michigan, postal mail processing facility. He
then climbed stairs to the second floor of the facility in search of the supervisors and
managers who were involved in his discipline and eventual termination. Reaching
his destination, Thomas Mcllvane reportedly fired one hundred rounds of ammuni-
tion, killing four people, one of which was his immediate supervisor and a labor rela-
tions representative, an advocate for postal management.

Thomas Mcllvane reportedly was seeking to kill the postmaster of the facility, but
was unable to find him. During the shooting spree, six employees and three civilians
were reportedly shot. After the shooting spree, he fatally shot himself in the head.
One report indicated that the shooting lasted less than six minutes.

Brief Narrative

Thomas Mcllvane reportedly had a long history of conflict with postal manage-
ment, including with superiors while in the Marine Corps. He was reportedly court-
martialed for insubordination and other charges (e.g., deliberately driving a tank
over a car) while in the Marine Corps. As a result of these charges, he was incarcer-
ated for three months and later “less than honorably discharged” from the military.
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Thomas Mcllvane was reportedly disciplined for numerous charges while employed
with the USPS, including threatening supervisors and coworkers, infractions while
driving a postal vehicle, deviating from his assigned route, unauthorized lunch
breaks, and time reporting discrepancies. The record further indicated that he may
have assaulted a postal customer. Prior to the decision upholding his removal from
the USPS, he reportedly told a union official, “If | lose the arbitration, it will make
Edmond, Oklahoma, look like a tea party.”

As a result of an investigation conducted by a congressional House Committee on
the Royal Oak, Michigan, shooting, the committee’s findings included that labor and
management relations at the facility were very poor. Some of the prior discipline of
Mr. Mcllvane was not handled correctly, and many employees felt that discipline was
used at times to harass and coerce them. In reference to supervisor harassment in the
report, it stated: “[I]t is reported that Chris Carlisle would stand behind an employee
and berate him, hoping to provoke a response from the employee. If the employee
accosted Carlisle, he would discipline the employee.” (United States House of Repre-
sentatives Committee, 1992, p. 55) Chris Carlisle was one of Mr. Mcllvane’s supervi-
sors.

Roy Barnes - 1992

Roy Barnes, a sixty-year-old current employee, went to the workroom floor at the Cit-
rus Heights, California, post office, armed with a .22 caliber pistol, and then fatally
shot himself in the heart in front of his coworkers.

Brief Narrative

Roy Barnes reportedly was reacting to pressure and harassment from his
postmaster. Because of the alleged harassment, he reportedly tried to obtain a
restraining order on the postmaster with the help of the local union, but was unsuc-
cessful. After the suicide, the postmaster reportedly was suspended and later trans-
ferred to another facility.

Lawrence Jaison - 1993

Lawrence Jaison, current employee, a postal mechanic with twenty-four years of
service, went into the garage area at a Dearborn, Michigan, post office and began
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his deadly rampage. In carrying out his mission, he was armed with a .38 caliber
revolver and a shotgun. He reportedly killed two coworkers, wounded two other
employees (including a supervisor), and then committed suicide.

Brief Narrative

Lawrence Jaison reportedly was upset over being bypassed for a promotion, which
a coworker received. Prior to the killing rampage, he reportedly made threats to
coworkers and had received several letters of warning and a suspension. The re-
cord showed that employees told reporters they hoped the tragedy would lead to a
change of management style in the USPS.

Note: The same day of this tragedy, Mark Hilburn, a former letter carrier, went to the
Dana Point, California, post office to kill a female coworker, but was unable to locate
her. In the process, he killed a male letter carrier. The rampage began with Mark Hil-
burn killing his mother. The motive for the killing at the worksite was reportedly
related to a “love interest” he had with a female coworker.

Bruce Clark - 1995

Bruce Clark, current employee and a postal clerk with twenty-five years employment
with the USPS, subsequent to an argument, punched his supervisor in the back of
the head at the City of Industry, California, mail processing center and left the work
area. About ten minutes later, he returned to the work area with a brown paper bag
in his hand. Upon being asked by his supervisor what was in the bag, he reportedly
pulled out a .38 revolver and at close range fatally shot the supervisor twice,
once in the upper body and once in the face. Two employees reportedly took the
gun away from Bruce Clark and held him down until the police came. Seventy-five
postal employees reportedly witnessed the shooting.

Brief Narrative

Bruce Clark reportedly told a coworker shortly before the tragedy that he thought
his supervisor was picking on him and driving him crazy. He reportedly told others
at the scene of the tragedy and later to the police that he only intended to kill his
supervisor.
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A few days before the tragedy, he reportedly contacted a private investigator and
told the investigator that he feared his supervisor and wanted to find out if his su-
pervisor had a criminal history. According to the private investigator’'s statement,
Bruce Clark claimed to have information that showed that his supervisor was steal-
ing from the USPS and that he planned to share it with his supervisor’s superiors.
Based on the record, Mr. Clark allegedly told police that some employees thought
he was a Postal Inspector and that one employee had followed him on at least two
occasions.

Charles Edward Jennings - 1996

Charles Jennning, former employee, went to the parking lot at the Las Vegas,
Nevada, postal facility and shot and killed a labor relations specialist. Mr. Jen-
nings reportedly indicated in his statement to investigators that the labor rela-
tions specialist struggled to take the gun away from him and was shot in the
process.

Brief Narrative

Charles Jennings reportedly was recognized for excellent performance in his car-
rier duties, but also had a number of letters of warnings and suspensions. He
was removed from the USPS on the charge of falsification of records and fraud.
He reportedly went to the Las Vegas postal facility with the intent to kill the
plant manager and several other officials who were involved in his termination.
However, after killing the labor relations specialist in the parking lot of the facil-
ity, he fled the scene and was later apprehended. In his statement to investiga-
tors, he reportedly stated that he had no intention of killing the labor relations
representative.

Anthony James Deculit - 1997

Anthony Deculit, current employee, at a Milwaukee, Wisconsin, mail processing facil-
ity, armed with a 9mm pistol, shot and killed a coworker and wounded two others,
one of which was his supervisor. Afterwards, he reportedly put the gun in his mouth
and fatally shot himself.
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Brief Narrative

Anthony Deculit reportedly had difficulty adjusting to the work demands and man-
agement style of the Postal Service, especially after the birth of his first child. Prior
to the shooting, he reportedly had been admonished by his supervisor for sleeping
on the job. His numerous attempts to transfer to the day shift had been denied.
Anthony Deculit reportedly told his therapist sixteen months prior to the shooting
that he was under a lot of stress and, if it continued, he would kill his supervisor and
his manager. Although the therapist reported this information to the USPS threat
assessment team, she did not consider him an imminent threat. He was later sent for
a fitness-for-duty examination. Based on the examination, the physician reportedly
did not view him as posing an acute danger and found him fit for duty.

Jennifer San Marco - 2006

Jennifer San Marco, former employee, after fatally shooting a former neighbor, drove
to the mail processing facility in Goleta, California. Once she reached her destina-
tion, she drove through the gate of the secured facility by using an employee’s
identification badge she took at gunpoint. While inside the facility, using a 9mm
Smith & Wesson pistol and reloading at least once, she killed six postal work-
ers and then herself. Approximately eighty people were reportedly at the postal
facility at the time of the shooting, many of whom fled to a fire station across the
street as the event unfolded. The shooting was the “bloodiest postal tragedy in
twenty years, the deadliest ever by a woman, and the deadliest in the United States,
since 2003.

Brief Narrative

Jennifer San Marco, prior to her employment with the USPS, reportedly had worked
as a Santa Barbara police dispatcher in the mid-1990s. As a requirement for that
employment, she passed an extensive background check and a psychological exam.
While employed with the USPS, she was observed talking to herself and making of-
fensive, racially-motivated comments. On February 5, 2001, she reportedly was ex-
tremely irrational and subsequently was removed from the mail processing facility
with handcuffs and placed in a county mental health facility on a seventy-two-hour
involuntary hold. Because of Jennifer San Marco’s ongoing mental health concerns,
she reportedly was granted a medical retirement from the USPS.
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After retiring from the USPS, Jennifer San Marco reportedly moved to New Mexico
and displayed bizarre behaviors and created disturbances where the police were
called. On several occasions, she allegedly harassed an office worker and reportedly
appeared naked at a local gas station. While in New Mexico, she reportedly tried to
obtain a business license for a newspaper called the Racist Times.

Jennifer Marco reportedly had written over a hundred-page journal detailing dis-
putes and conflicts with others. The details of this journal reportedly provided a con-
text for the motive of the killings and her suicide. Investigators reported that they
were not looking at racial animus as a motive for the killings.

Grant Gallaher - 2006

Grant Gallaher, currentemployee and letter carrier of thirteen years, while on duty as a
letter carrier in Baker City, Oregon, reportedly went home and got his .357 Magnum
revolver and drove to the city post office with the intention of killing his postmas-
ter. Arriving at the parking lot, he reportedly ran over his supervisor several times.
Subsequently he went into the post office looking for his postmaster. Not finding
the postmaster, he went back out to the parking lot and shot his supervisor several
times at close range, ostensibly to make sure she was dead. He reportedly then fired
three bullets in the windshield of her car and three more in the hood.

Brief Narrative

Grant Gallaher reportedly was on a new route for three weeks and had felt pres-
sured by a week-long work-time study and an extra twenty minutes added to his
new route. On the day of his rampage, he reportedly was ahead of schedule on his
route and his supervisor brought him more mail to deliver. He allegedly decided to
take the matter up with his postmaster on his cell phone and then went home to
get his .357 Magnum revolver to exact his revenge. The work climate had reportedly
improved from what it was in 1998, the year a union steward, age fifty-three, at the
Baker City post office committed suicide.

Julius Kevin Tartt - 2006

Kevin Tartt, current employee, with eighteen years of service, employed at the Napo-
leon Street Carrier Annex in San Francisco, went to his supervisor’s residence armed
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with a revolver and shot her in the back of the head outside of her house. He then
reportedly left the scene and fatally shot himself in the head with the same gun.

Brief Narrative

Early in the investigation, homicide investigators were reportedly looking at links
between disputes between Julius Tartt and his supervisor, including what one po-
lice official referred to as a discipline issue. One of the homicide officials stated that
there were indications that Julius Tartt was dissatisfied with work and with the su-
pervisor. During the timeframe of the tragedy, he was absent from work and had
called in sick the previous day. Some employees reportedly stated in a blog on Post-
alreporter.com, an insider website for postal employees, there were some issues be-
tween Kevin Tartt and his supervisor.

Additional Postal Tragedies Worth Citing (1985-1998)

New York, New York, May 31, 1985

David Perez, a forty-five-year-old letter carrier, entered a New York City post office,
pulled a rifle from a mailbag, and aimed it a supervisor. A postal clerk who came to
the supervisor’s aid was shot and wounded. Perez, who had been suspended several
times, held the supervisor hostage for two hours before surrendering.

Chelsea, Massachusetts, June 29, 1988

Dominic LuPoli killed a coworker in the postal parking lot. After fleeing, LuPoli com-
mitted suicide.

Dana Point, California, May 6, 1993

Just four hours after the postal shooting in Dearborn, Michigan, Mark Hilbun, a
former employee, killed his mother and her dog. He then went into a Dana Point,
California, post office looking for a former female coworker in whom he reportedly
had a love interest. Unable to locate her, he fatally shot a letter carrier and wounded
a postal clerk. He left the post office and continued his shooting spree, wounding
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three civilians before his capture a day and a half later. Mark Hilbun reportedly had
been diagnosed as having a substance abuse problem and bipolar disorder. Prior to
his discharge from the USPS, he was sent for a fitness-for-duty examination and had
received disciplinary actions from postal management.

Montclair, New Jersey, March 21,1995

Christopher Green, formeremployee, robbed a post office armed with a 9mm hand-
gun, killing two postal clerks whom he reportedly knew well and liked. He killed two
customers and wounded another. He fled with $5,000.

Portland, Maine, August 17, 1995

Judith Coffin a forty-six-year-old project engineer, worked twelve years with the
USPS. After receiving a promotion in 1993 where she was responsible for over-
seeing workers who installed and maintained mail-processing machines in the
city’s largest post office, her work life reportedly became very stressful. From
the beginning of her new position, she reportedly was relentlessly sexually ha-
rassed and verbally abused by male subordinates and male supervisors under her
purview.

Ms. Coffin complained to postal officials, who reportedly did nothing to alleviate the
situation. On August 17, 1995, after almost two years of the harassment and postal
officials not dealing with the problem, Judith Coffin reportedly met with a supe-
rior to discuss her job status. That same day, Ms. Coffin reportedly left a suicide note
blaming the USPS for her decision to end her life. She then reportedly took an over-
dose of insulin and died six days later.

Palatine, lllinois, August 29, 1995

Dorsey Thomas, a fifty-three-year-old postal clerk, walked within a few feet of a fel-
low postal clerk and, without a word, drew a .380 caliber semi-automatic pistol and
fired five rounds, wounding him. Thomas then calmly went down to the lobby of
the facility and, seeing another coworker, stopped, withdrew the gun, and fired the
remaining two bullets at his coworker. In the confusion, Thomas calmly went to his
car and went home. Police arrested him shortly after his arrival.
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Paterson, New Jersey, August 15,1996

Thirty-eight-year-old Danny Isku, who had nine years of service, called in sick on
August 15, 1996, but reportedly changed his mind and showed up at work that
morning. He went to the office where supervisor Jerry Peterson and a USPS labor
representative, Richard Anastasi, were meeting. As the two stood up, Isku reportedly
pulled a .22 semiautomatic pistol from a brown paper bag and ordered Peterson to
step into the hallway. Peterson lunged at Isku and reached for the weapon. At the
same time, Anastasi reportedly leaped into the fray and tried to subdue Isku. The
gun went off and a bullet pierced Peterson’s hand. Anastasi sustained a fractured
hand resulting from his attempt to subdue Isku.

Denver, Colorado, December 24, 1997

David Jackson, former employee, entered the Denver general mail facility bran-
dishing a weapon and took seven postal employees hostage. After approximately
ten hours, Jackson surrendered.

Dallas, Texas, April, 17, 1998

Maceo Yarbough, a twenty-seven-year-old non-career letter carrier, shot and killed
a coworker after they reportedly argued in the break room of the Northaven post
office. Yarbough then fled the scene. He was apprehended shortly after the shoot-
ing. He reportedly was found mentally incompetent (i.e., paranoid schizophrenic) to
stand trial. Yarbough reportedly feared that his victim was planning to kill his family
and that she had her boyfriend and Postal Inspectors follow him.

APPENDIX G

Impact of Strategic Plans and Congressional
Oversight on Postal Culture

In this appendix, | review significant events over the last ten years as they relate
to the building blocks of the postal culture. | provide observations and comments
about seven strategic USPS plans (1998-2013),2% the Presidential Commission Re-
port of 2003,2%” the 2006 Postal Accountability and Enhancement Act (PAEA),?* and
post PAEA congressional oversight hearings®®.

It is important to note that the Government Performance Results Act of 19932'° man-
dated the USPS and other government agencies to develop five-year strategic plans.
The Act requires that these plans be updated annually and that the five-year strate-
gic plan be revised at least every three years. The strategic plans of the USPS prior to
1998 were not listed on their official website. Accordingly, the first plan | discuss is
the 1998-2002 Strategic Plan.?"

Strategic Plans of the USPS 1998-2006

1998-2002 Strategic Plan (aka Customer Perfect!)

The efficiency and timeliness of postal mailings were greatly improved during the
tenure of Marvin Runyon, Postmaster General, 1992-1998. Before he took the helm,
service was deplorable in many parts of the country. The improvement of customer
service under Runyon was achieved, however, in a top-down manner, with very little
or no involvement of the postal unions and management associations, and the costs
to employee morale were very high. Mr. Runyon indicated that the efficiency of the
USPS was accomplished by implementing a culture of performance management. In
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describing this culture, he stated: “Four years ago, we decided we needed a better
way of running the USPS. So we installed the Baldridge Concepts. We called it Cus-
tomer Perfect! Because that’s what we really aimed at—the customer.”*'2

The performance management system utilized by the USPS in the context of this
strategic plan incorporated a mission statement, goals, and strategies. Within this
framework, a process was developed to evaluate not only the outcome of the strate-
gies employed to achieve goals but also the progress made toward reaching goals.
The primary emphases throughout the USPS were on improving customer service,
reducing costs, and generating new business. Improvement of the workplace envi-
ronment received minimal attention compared to the other voices, like the Voice of
the Customer and the Voice of the Business.

One of the key performance goals under the Voice of the Employee in this strategic
plan was framed as enhancement of workplace environment to improve relation-
ships. Interestingly, instead of having targets and indicators for this performance
goal, the plan merely indicated that the USPS, over the next five years, would “de-
velop indicators and targets for enhancing the workplace environment to improve
relationships with employees while developing the capability to survey employee
attitudes.”?'?

In my role as workplace improvement analyst during the timeframe of this strategic
plan, there were no formal targets and indicators developed by the USPS to improve
its relationship with employees. Also, during this period of time, postal executives
in the USPS received the vast amount of their end of year merit pay based upon on
how well service improved, costs were reduced, and improvement achieved in total
productivity.

2001-2005 Strategic Plan

Similar to the 1998-2002 strategic plan, this new plan’s*'* strategic goals focused
heavily on generation of revenue, reducing costs, and improving productivity and
service. A sub-goal of the plan to address the workplace environment was: “[IImprove
understanding of employee issues and concerns.”?" Differing from the previous
strategic plan, rather than having no formal targets and indictors to address the
workplace environment, there were two formal targets and one indicator.

For example, under the heading of this sub-goal, it stated: “The VOE survey, along
with other ‘listening” methods, will be adapted, improved, and integrated into the
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management process.”?'® Although | can validate that VOE survey results were for-
mally used as a target with indicators in my role as a workplace improvement analyst,
I am not aware of any other “listening methods” adapted, improved, and integrated
into the management process during this timeframe.

2002-2006 Strategic Transformation Plan

This particular plan?'” was delivered to the Senate and House in April 2002, with a
tone marked by a sense of urgency. Because of the critical challenges facing the
USPS regarding the organization’s short- and long-term financial and commercial
viability, congressional action was considered paramount. There was enormous
concern over significant declines in the nation’s first-class mailings, related to the
impact of the Internet and e-mail. Compounding these concerns, letter carriers’ de-
livery points across the nation were increasing at the same time. This was especially
troubling from a financial perspective.

Arguably, the unfair requirement to fund 20-plus billion dollars of annuity benefits
to employees that were attributable to their prior military service was another sig-
nificant concern. This was particularly alarming because of the high percentage of
“baby boomers” planning to retire over the next twenty years.

Although in the executive summary of this plan it is stated that the Postal Reor-
ganization Act of 1970%"® was successful, the USPS recommended congressional
legislation to assure future success. For example, in the concluding remarks of the
executive summary it stated:

The USPS does not have the flexibility essential for successful man-
agement of amodern business. Postal laws create a tension between
a public policy mission and structure and the businesslike necessity
to deliver what customers want and will pay for in the marketplace.
Until transformation is accomplished, the ability of the USPS to fi-
nance a continually growing universal service obligation without a

government subsidy will be in serious doubt.?”®

For these reasons, recommendations for future success included more flexibil-
ity in purchasing and regulation of pricing. It also called for the weakening of the
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bargaining rights of the postal unions through binding arbitration by switching to a
compulsory mediation process when there were impasses.

The plan in its entirety places substantial emphasis on preparing for the challenges
of technology and business requirements in a global age, but offers little on improv-
ing employee treatment in the workplace, with the exception of holding managers
accountable for the results of the Voice of the Employee (VOE) survey, for dealing
with “troubled work sites,” threat assessment teams, and several other issues. Suf-
fice to say at this point, management accountability for these issues generally was
not realized.

Strategic Plans of the USPS 2004-2013

2004-2008 Strategic Plan

This five-year strategic plan,?®® as mandated by the Government Performance and
Results Act, was released shortly after the Presidential Commission Report of 2003.
The plan’s focus, similar to the ones that went before it, focused on four strategic
goals, including improve service, manage costs, enhance performance-based cul-
ture, and grow revenue. Unlike the previous plans, it added one additional strategic
goal, which was to adjust civil service retirement contributions by pursuing legisla-
tive reform.

In the plan, the means to improve the workplace environment was framed within
the context of the USPS goal to enhance performance-based culture. For example, the
plan stated: “The overall objective, which cannot be measured precisely, is to main-
tain an accountable, motivated, and diverse workforce empowered to maximize
performance in a safe and secure work environment.”?*' It is interesting and telling
that the first adjective in this statement to describe the desired work environment is
accountable. It is also interesting and disingenuous that the adjective empowered
was used to describe what kind of workforce was desired, especially when viewed in
the context of the unilateral dismantling of programs that had provided increased
opportunities for employee input in the 1990s.

Two specific sub-goals, strategized from the goal to enhance performance-based
culture, were the VOE survey and safety as it relates to employee illness and injury
rates. The compensation program for management employees regarding these two
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factors accounted for 10 percent of the potential compensation with regard to an-
nual merits. The targets for these two sub-goals were set in terms of reduction of
the illness and injury rates and increases in the VOE survey index, which is based
on the average of six items in the survey. The six items of the VOE survey include
statements about recognition, accountability, exclusion, sexual harassment, being
treated with dignity and respect by the supervisor, and workplace communications
by the supervisor.

What is most troubling about the discussion of workplace improvement and safety
in this plan, in light of the level of workplace tragedies and violence in the USPS, is
the following statement:

When the previous strategic plan was under development, there
was considerable concern that the postal work environment was
hostile and unsafe. An independent commission was established to
examine the issue in detail, and found that the postal work envi-
ronment was much better than expected and was indeed safe and

secure.?

This statement ostensibly is nothing more than a disguised public relations ploy
rather than an accurate characterization of the true state of affairs. In several chap-
ters of this book, | make the case that this independent commission (i.e., the Califano
Report) skewed and misrepresented its own data to place the USPS in a more favor-
able light.

2006-2010 Strategic Transformation Plan

In a message from Chairman of the Board James Miller Ill and Postmaster Gener-
al John Potter they stated, as a prelude to the USPS’s 2006-2010 Transformation
Plan, it is “focused on our core business and the strategies we know produce opera-
tional and business processes ... The Strategic Transformation Plan will be updated
annually.”#

In this sixty-five-page plan, the USPS cites four strategic goals, including:
1) generate revenue, 2) reduce costs, 3) achieve performance-based culture, and
4) improve service. As in previous plans, the USPS listed numerous performance
objectives and strategies as the criteria to reach these goals. However, regarding
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the sub-goal of engaging employees, under the goal to achieve performance-
based culture, metrics to suggest that workplace environment was improving in-
clude improvement in the VOE survey score and reduction of disputes (e.g., union
grievances and EEO formal complaints). In discussing the VOE survey score, it
stated:

Under the 2002 Transformation Plan the U.S. Postal Service began
to build a highly effective and motivated workforce. The Voice of the
Employee (VOE) survey is an employee opinion survey designed to
assess the workplace environment ... The VOE survey reveals that
the workplace environment has improved substantially and con-
tinues to improve. Current efforts, initiatives, and systems have all
contributed to anincrease in the USPS’s VOE survey index. The index
is comprised of six questions about key workplace factors that can
impact employee performance and thus affect business outcomes.
The index rating is composed of favorable responses to these six
questions. Nationally, the VOE index rating has improved steadily,
from 58.1 in 2001, to the current 2005 rating of 63.3.2%

This conclusion that the VOE survey supports the notion that the workplace envi-
ronment has improved belies what is presented in chapters six through eight and
Appendices D-E. Based on my experience with the VOE survey, the scores essentially
improved because management compensation was tied to their improvement. A
significant amount of monies were spent to “recognize employees.” Recognition
efforts across the country included giving employees shirts, hats, lunches, gift cer-
tificates, and a host of other prizes. These efforts did help employee morale, but not
significantly.

With all this intense and focused attention on management compensation and
monies spent for employee recognition, the VOE survey score only improved 5.2
percent over a four-year period. In my professional opinion, this is not significant.
Even with compensation incentives for postal management to make improvements
in the workplaces across the country, the VOE survey score in recent years still de-
clined. The index scores for 2006 and 2007 were lower than 2005, and for 2008 it was
the same as 2005.
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2006-2010 Strategic Transformation Plan Update

In 2007, the USPS submitted an update?® to their 2006-2010 transformation plan.
Regarding the issue of employee treatment, under the heading “The Voice of the
Employee,” it was indicated that the USPS would “continue to rely on the Voice of
the Employee survey to identify and address areas of concern.”??® Again, here we
have another plan without substantive initiatives, strategies, or targets to improve
the postal culture.

2009-2013 Strategic Plan

The USPS titled this particular five-year strategic plan “Vision 2013.”%* It is by the far
the briefest account of all the previously discussed plans. The document is only six-
teen pages. Compared to previous strategic plans, it provides no meaningful discus-
sion on improving the workplace environment. As far as metrics to measure success
in key areas, none are provided. Instead, in the conclusion portion of the document,
it is stated: “We will expand our current performance metrics with measurements
that are more relevant to customers and profitable results.”*?® Based on this state-
ment and review of the document, it does not appear that the USPS has complied
with the criteria set forth in the Government Performance Results Act of 1993.

Under the heading “Partner to Create New Customer Value,” itis stated that the Postal
Service “will pursue innovative outsourcing and insourcing approaches where they
provide ... customers with greater benefits.”??° This statement is consistent with the
major thrust by the USPS in recent years to contract out core postal operations.

Presidential Commission Report of 2003

At this point, it is relevant to discuss significant recommendations in the President’s
Commission on the United States Postal Service, submitted on July 31, 2003. In the
executive order on December 11, 2002, President George W. Bush outlined the
broad goal for the commission as follows:

The mission of the commission shall be to examine the state of the
United States Postal Service, and to prepare and submit to the Presi-

dent a report articulating a proposed vision for the future of the
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United States Postal Service and recommending the legislative and
administrative reforms needed to ensure the viability of the Postal

Service.?*

The commission’s report title, “Embracing the Future: Making the Tough Choices to
Preserve the Universal Mail System,” was not only foretelling, it also provided some
bold and highly controversial recommendations, one that primarily represented the
broad business interests of the mailing industry. While focusing on ways the USPS
could become more efficient, productive, and flexible in carrying out its mission to
provide universal service, it did so in a manner where the chief beneficiaries would
be the mailers, at the expense of postal employees’ benefits and rights.

Some of the commission’s key recommendations, if adopted, would have shifted the
authority and historical oversight of the USPS from Congress to solely in the hands
of the executive branch. One key recommendation, for example, was that three
members of the USPS’s Board of Governors (BOG) be selected by the President, with
the concurrence of the Secretary of the Treasury, instead of being selected by the
President with the consent of Congress.

It was further recommended that these three appointed members select the
remaining eight members of the BOG. Shifting accountability and public policy over-
sight of the USPS from Congress to a new Postal Regulatory Commission (PRC) was
another key recommendation. This new PRC, as recommended by the commission,
would have the authority to clarify and periodically review the scope of the mail mo-
nopoly. Both of the measures, if adopted by Congress, would have placed the USPS
in great jeopardy of being privatized. It could reasonably be argued that these two
key recommendations were developed with that end in mind.

In addition to the above recommendations, the commission made three recommen-
dations from the Private Sector Partnership Subcommittee. These recommendations
were premised on the notion that the USPS should focus on ways to outsource some
of its functions to the private sector. The commission also made several recommen-
dations that employees’ benefits, such as health benefits and retirement benefits, be
subject solely to bargaining agreements between the USPS and the postal unions.
This recommendation, if adopted, would have weakened the fringe benefits and
other protections of the rank and file postal employees. Historically, USPS employees
have shared the same benefits (i.e., health and retirement benefits) of other federal
employees under congressional mandates.
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As a final note, it is interesting and telling that the commission recommended that
the Board of Governors be authorized to establish pay rates for top USPS officers and ex-
ecutive employees that are competitive with the private sector. Like private enterprise,
the rewards for those at the top would be dramatically increased, while at the same
time increasing ways in which to decrease the wages and benefits of the rank and
file employees.

2006 Postal Accountability and Enhancement Act

More than three years after the presidential commission examined the state of the
USPS and made far-reaching recommendations to overhaul it, the Postal Account-
ability and Enhancement Act (PAEA) of 2006 was passed by Congress and reluctantly
signed by President Bush on December 20, 2006.

The Act was the most comprehensive reform of the USPS since the Postal Reorgani-
zation Act of 1970. One key provision, after a very protracted battle with the execu-
tive branch, was that the Act relieved the USPS of the 27 billion dollars unfunded
liability of military pension benefits, which was rightly returned to the Treasury De-
partment. The Act would have passed sooner, perhaps several years sooner, if it was
not for President Bush'’s persistent opposition to this transfer.

The PAEA was not as sweeping as the Act of 1970, but it did profoundly affect the
way the USPS set rate increases and how it was to be governed and regulated. The
Act authorized the USPS to adjust prices each May and limited postage increases
to the rate of inflation, as measured by the Consumer Price Index. This was a great
benefit to the public and private sector, especially business mailers (i.e., advertisers
and publishers) in terms of forecasting costs. However, under special circumstances
and with the approval of the Postal Regulatory Commission (PRC), the USPS could
raise postage rates higher than the rate of inflation. Aside from this provision, in an e-
newsletter by the Magazine Publishers of America,?*' it was estimated that publish-
ers would save billions of dollars in coming years. The newsletter also underscored
that the Mail Publishers Association would participate at the PRC in review of the
2008 postal increase, as mandated by the PAEA.

It is interesting to note that the USPS did not exercise their right to raise postal rates
one last time under the old, pre-reform law; that is, under the PAEA requirement to
have rateincreases no higher than the rate of inflation. The rate increase went into ef-
fect on May 12, 2008. This is particularly troubling because the USPS had a 5.1 billion
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dollar deficit in 2007 and a 2.8 billion dollar deficit for 2008. Accordingly, it is likely
that the USPS will attempt to use this provision of law to justify layoffs, privatization
measures, and restricted cooperation with union and management organizations.

In many ways, however, the Act was an enormous victory to the postal unions and
the postal employees they represent. Congress rejected nearly all the regressive
and anti-union recommendations of the 2003 presidential commission. One single
exception was that postal employees injured on the job would not be entitled to
workers’ compensation pay for loss of time during the first three days. Congress sent
a very clear message in the Act that the postal unions would continue to be major
stakeholders in the bargaining of wages and benefits for its employees. For example,
it stated:

[N]othing in this Act shall restrict, expand or otherwise affect any
of the rights or privileges of either employees, or of labor organiza-
tions representing employees, under existing law, including Title 39
of the USC, and the National Labor Relations Act, any labor contract,

or any USPS handbook or manual.?2

Despite this provision in the PAEA, upon examination of the postal record after the
passage of the Act, it becomes clear that the USPS’s Board of Governors, its law en-
forcement apparatus, and its collusion with the high-profile mailers serve to under-
mine these rights and privileges.

Post-Postal Enhancement and Accountability Act

The Congressional Subcommittee on Federal Workforce conducted three hearings?*?
since the passage of the Act, which were held on April 17, 2007, May 8, 2008, and
July 24, 2008. The first two of these hearings were conducted to explore issues and
concerns of the USPS’s operation and business practices, mail growth, delivery,
and how it has taken advantage of provisions provided in the Act to enhance its
overall economic situation going forward. The third meeting was conducted to dis-
cuss the USPS'’s network plan®** and its potential impact on all stakeholders.

Although Congress’ intent was to legislate an act that provided long-term viability
and relative stability for the USPS to operate like a business, and which would inspire
the support and blessings from the union and management organizations, serious
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concerns emerged shortly after it was signed into law. The context for these con-
cerns is provided in the following examples.

On April 17,2007, Oscar (Dale) Goff, Jr., President, National Association of Postmasters
of the United States, testified®* at a congressional subcommittee hearing regarding
the PAEA. In this testimony, he indicated that the jury was still out on the PAEA be-
cause a conference report did not accompany the legislation, which was necessary
to clarify many of the provisions in the Act. In his testimony, Mr. Goff pointed out that
service was declining because postmasters on a daily basis faced inadequate staff-
ing for window service, mail processing, and mail delivery. He indicated that these
problems would give voice to the corporate mailers who were poised to complain
about service problems, and perhaps residential customers as well, to the Postal
Regulatory Commission.

In light of recent contracting of letter carrier positions to private contractors, as dis-
cussed below and in Appendix D, Mr. Goff suggested that corporate mailers have
forged an alliance with the USPS to dig deeper into the pockets of the highly lucra-
tive 900 billion dollar postal industry. For example, in his testimony he stated:

[TIhe agency must resist the temptation to subordinate the exper-
tise of its homegrown dedicated postal employees - the profes-
sionals who actually provide Postal Service — to green eye shaded
gurus who declare the bottom line is the only line. [I]t appears that
postal privateers have allied themselves with a cadre of postal op-
erational personnel in a quest to squeeze the lifeblood out of postal
facilities — large and small — and to private postal functions that are,

in fact, inherently governmental in nature.*

In support of this observation, in no less than nine National Letter Carrier Association
(NALC) union bulletins from November 1, 2006 to July 6, 2007, the NALC informed
their members of their epic battle with the USPS on contracting and its lobbying ef-
forts with congressional members to stop the contracting out of letter carrier jobs to
private contractors. When it became clear that Congress was poised to take legisla-
tive action, the USPS began to roll back its contracting out of letter carriers jobs to
private contractors.

Supportive of Mr. Goff's observations and comments are the recent concerns
and actions expressed by the American Postal Workers Union (APWU). For
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example, an APWU article?®” posted April 2, 2008 discussed the recent decision of
a federal court to dismiss a suit where the APWU and the Consumer Alliance for
Postal Service (CAPS) sought the records and minutes from the Mailers Techni-
cal Advisory Committee (MTAC) meetings. The MTCA committee members are
comprised of high-ranking USPS officials and representatives of large corporate
mailers.

The APWU and CAPS argued that the MTCA records should be available for public
scrutiny under the Federal Advisory Committee Act. In response to the judge’s deci-
sion in overturning the suit, APWU President William Burris, in contrast to Mr. Goff’s
previous comments, described the alliance between the large corporate mailers rep-
resentatives and the USPS as more fact than a mere appearance. In commenting on
the alliance between the two parties, Burris unequivocally stated:

The APWU is deeply concerned that the USPS has relinquished its
strategic policy-making to the largest mailers, and that it has done
so in secret. Using MTAC, and similar forums, big mailers have set
the USPS agenda. This may explain why the USPS has repeatedly
proposed postal rates and policies that favor large mailers at the

expense of individuals and small businesses.?®

Sadly, this is reminiscent of Vice-President Dick Cheney meeting in private with
energy industry executives (e.g., Enron, Shell Oil, BP, etc.), and the records of these
meetings have been ruled by the U.S. Supreme Court as privileged and as such not
open to public inspection. It is an example of a pattern of secrecy that has perme-
ated President Bush’s administration, and the USPS has also fallen under that wide
umbrella of secrecy. This type of secrecy poisons labor-management cooperation
because of the lack of transparency. It leads to mistrust and places concerns back in
the lap of Congress.

On March 25, 2008, in an APWU update % and in support of Mr. Burris’ concluding
sentence in the above excerpt, the Postal Regulation Commission (PRC) issued a
strong warning to the USPS in what was deemed “excessive rate discounts” to large
corporate mailers in its proposed rate adjustments scheduled for May 12, 2008.
Ironically, despite this finding by the PRC, the USPS was afforded a reprieve for this
particular case. The PRC did warn, however, that such discounts in the future would
not be permitted without sufficient justification. In short, this case clearly demon-
strates that the USPS and large corporate mailers have a formidable alliance. It is not
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accidental that this APWU update was titled PRC Ruling Exposes Unhealthy Relation-
ship Between USPS and Influential Mailers.

Another example to illustrate unresolved issues regarding the PAEA: In an APWU
News article dated April 14, 2008,%*° Mr. Burris informed his membership that he had
written the Postmaster General and later President George Bush to apprise them
that, under the Postal Reorganization Act and the PAEA, the Postmaster General was
required to appoint eleven members to a USPS Advisory Council, including four
members nominated by postal labor unions, four representatives of major mail us-
ers, and three representing the public at large. Other members of the council were to
include the Postmaster General as chairperson and the Deputy Postmaster General
as co-chair. Specifically, in Mr. Burris’ letter to President Bush, he stated:

At this critical juncture in the history of the USPS, the APWU insists
that an Advisory Council be established and consulted in accor-
dance with statute. Matters of critical importance to the USPS and
its employees, including realignment of the postal mail processing
network, implementation of a major new flat sorting program, es-
tablishment of service standards, and implementation of the new
rate-setting provisions enacted by the PAEA, make consultation
with the Advisory Council more important now than at any time

since the passage of the Postal Reorganization Act.?*!

Subsequent to the subject letters to the Postmaster General and President Bush re-
garding the issue of the USPS Advisory Council, the APWU filed suit?** against both
in District Court on July 17, 2008 because of their failure to implement the council
as authorized by the Postal Reorganization Act and PAEA. To further complicate un-
resolved issues since the enactment of the PAEA, the PRC selected a contractor,**
whose members are on record as anti-union and favoring of contracting postal op-
erations, to conduct a study on the universal service obligation (USO), a study re-
quired to be submitted to Congress and the executive branch by January 8, 2009.
| discuss this disturbing and egregious issue in Appendix D.

It is important to note that in October 2008, the USPS submitted its report*** to Con-
gress on the USO. Although the Postal Service shows support for the USO as it per-
tains to private express statutes (PES) and the mailbox rule, the report emphasizes
flexibility on how the USPS meets its universal service obligation. It does not address,
however, its plans to privatize core postal operations.
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As | mentioned previously, the third meeting by the Congressional Subcommittee
on Federal Workforce,** on July 24, 2008, was held to discuss the USPS’s network
plan and its potential impact on all stakeholders. As expected, the major representa-
tives for the mailing industry and the Postal Service favorably supported the plan,
while the union organizations were adamantly against it. In Appendix D, the unions
concerns with the subject plan are discussed.

The battle to contract out postal core functions has escalated over the last several
decades, particularly the last five years and after the passage of the PAEA. Until the
new Congress starts its business in 2009, it is unlikely that the Board of Governors,
President Bush and the neo-conservatives, and corporate mailers will substantially
back away from this battle i

Summary and Concluding Remarks

Summary

In this appendix, | examined important events over the last ten years as they relate
to the building blocks of the postal culture. | provided observations and comments
about seven strategic USPS plans from 1998-2013. In this examination, it became
clear that the USPS has not planned or strategically focused to create an empow-
ered, participative work culture for its employees. The only area where there was any
significant strategic focus was related to the VOE survey and linking it to incentive-
based compensation for postal management. The main focuses of the USPS’s stra-
tegic plans dealt with operations’ efficiency, improving customer service, reducing
costs, revenue generation, and succession planning for postal management. In all
these areas, the overarching focus was on top-down controls.

In 2003,the Bush commission released its report titled the “Presidential Postal Com-
mission Report.” Its recommendations would have eliminated congressional over-
sight, provided massive increases in salaries for postal executives, and weakened
postal union collective bargaining rights. While the commissioners focused on
recommendations where the USPS could become more efficient, productive, and
flexible in carrying out its mission to provide universal service, they did so in or-
der that the chief beneficiaries would be the large mailers. The clear losers, if their

xxxvii  The ubiquitous influence of the board of governors in this battle is examined in Appendix
D. Required legislation to address post-PAEA issues is presented in the last chapter to this book—an
open letter to the Congress of the United States.
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recommendations were implemented, would have been at the expense of postal
employees’ benefits and rights, along with the rights of residential customers. Read
closely, the report was simply nothing more than a blueprint for gradual USPS priva-
tization.

Three years after the report was published, Congress enacted the 2006 Postal Ac-
countability Act, reluctantly signed by President Bush. Virtually all the regressive
measures recommended by Bush’s commission were rejected by Congress. Despite
the victory of the postal unions and the management associations in persuading
Congress to reject these measures, upon examination of the postal record after the
passage of the Act, it becomes clear that the USPS’s Board of Governors, its law en-
forcement apparatus, and its collusion with the high-profile mailers continue their
concerted efforts to undermine postal employees’ and their representatives’ ben-
efits and rights and to privatize core operations of the USPS.

Concluding Remark

The top-down control and goal-driven focuses of the USPS, as provided in its stra-
tegic plans from 1998-2013, coupled with continual attempts to slowly and deliber-
ately privatize its core operations, have had a very negative impact on a preexisting
harsh postal culture. Postal employees are generally content with their wages and
benefits, but their postal culture continues to deteriorate because employees’ em-
powerment and participation is practically non-existent.

Employees’ trust in the intentions of top postal officials, from craft employees to se-
nior plant and district managers, is very low. Both union and management orga-
nization leaders alike are becoming more and more allied to openly confront an
arguably uncaring and reckless path the USPS is pursuing.



APPENDIX D

Impact of Internal Stakeholders on Postal Culture

In this Appendix, | assess the impact of internal stakeholders on postal culture. Top
management of the USPS has the largest overall role in impacting organizational
culture, especially the less conspicuous but very powerful Board of Governors (BOG).
The BOG is empowered to hire and fire the Postmaster General. Accordingly, the ex-
amination of top management primarily focuses on the role of the BOG.

In contrast to top management, other critical internal stakeholders play a lesser, but
important, role regarding impact on the postal culture. These stakeholders include
the four postal unions and the three management associations. Like top manage-
ment, they are assessed in light of their impact on the postal culture.

Top Management

As noted in chapter six, the Postal Reorganization Act of 1970%* was a comprehen-
sive postal reform measure that created the context for the newly formed USPS. It
transformed the post office department into a semi-independent federal agency.
The Act allowed for the creation of a postal corporation under the direction of a
nine-member Board of Governors (BOG). These nine members are nominated by the
President and then selected with the advice and consent of the Congress. The BOG
selects the Postmaster General and the Assistant Postmaster General and both be-
come members of the board. Since the Act has been implemented, there have been
eleven postmaster generals at the helm of USPS.

The USPS’s Board of Governors’ duties and oversight responsibilities are similar to
the board of directors in a private corporation, and its members generally have a
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strong business background, enabling them to evaluate the efficiency and produc-
tivity of the USPS in light of economic criteria and theoretically manage it more like
a private business. Their goal, as required by the Act, as decision-makers for the USPS,
is to ensure that the USPS is self-sufficient; in other words, that it functions without
budget deficits and federal subsides.

The BOG was the final authority in approving reorganizations, restructurings, and
realignments efforts, with the most comprehensive occurring under Marvin Runyon
in 1992. Likewise, since required by Congress in 1994, the BOG was the final author-
ity in approving the USPS’s strategic plans.?’ The BOG was a major ally with George
W. Bush’s presidential commission®*® regarding attempts to weaken the bargaining
rights of the postal unions by switching to a compulsory mediation from the binding
arbitration process and aligning itself with several other regressive recommenda-
tions. The 2003 report issued by this commission on the United States Postal Service
would have given greater power to the executive branch and the BOG, and thereby
nullify most of Congress’ oversight and accountability. This battle was waged by the
advocates of the Bush commission and the key players of the BOG, especially James
C. Miller 1ll, its chairman.

Mr. Miller was appointed by President Bush to the BOG through a recess appoint-
ment on April 22, 2003. He served as the BOG chairman from January 2005 to Janu-
ary 2008. Mr. Miller is recognized as a very conservative economist who has been
affiliated with conservative organizations such as the Hoover Institution and the
American Enterprise for Public Policy Research. The Hoover Institution, led by Milton
Friedman, drafted Ronald Reagan’s supply-side economics policies in the 1980s. Mr.
Miller did not vacate his position on the BOG until the postal unions defeated the
regressive measures proposed by Bush’s postal commission and the BOG's failure to
expand contracting of letter carrier positions to private contractors in several major
cities.?*® Later in my discussion about the role of the National Association of Letter
Carriers (NALCQ), | assess the Postal Service’s persistent attempts to the contracting of
letter carrier positions.

Interestingly, on April 2, 2008, the BOG honored Mr. Miller for his three years as chair-
man and he was given the honorary title of chairman pro tempore.*® “Pro tempore”
has been defined as a designation for an individual to act as consul. These formal
actions by the BOG are telling because it suggests that the current composition of
the BOG will continue down the path of Mr. Miller, weakening the postal unions and
providing major advantages to the major mailers, including advertisers and publish-
ers. As outlined previously, this battle wages on and will continue to do so for the
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foreseeable future, unless Congress explicitly resolves the issue by further legisla-
tion.

The neo-conservatives in the Bush administration, Congress, and the Board of Gov-
ernors under Chairman Miller were unsuccessful in their attempts to scale back
union bargaining rights, expansion of contracting postal positions to private en-
terprise, and to virtually eliminate oversight and accountability by Congress. This
battle, however, still rages on behind closed doors and, less often, right out in the
open. In the next section, | discuss the postal unions’ response to these issues and
other critical issues.

Postal Unions

The USPS has four major unions, all of which | assess in the context of their impact
on the postal culture and their legitimate rebuke to the top-down control and goal-
driven emphases of the Postal Service and its attempts to scale back their bargain-
ing rights and to privatize core postal operations. The four major unions include
the National Association of Letter Carriers (NALC), American Postal Workers Union
(APWU), National Postal Mail Handler Union (NPMHU), and the National Rural Letter
Carriers Association (NRLCA).

In reading this examination on postal unions, some readers may infer that | am
biased toward unions in general, or postal unions in particular, or both. | do not con-
sider such an inference a valid observation. Instead, | have concluded that, through-
out history, unions have played legitimate and honorable roles in representing the
rights and personal dignity of employees. | readily acknowledge that sometimes
unions have not represented the best interests of all stakeholders, including the
postal unions. Postal unions have no doubt been rightly cited for excesses in their
history, but their excesses pale in comparison to some of the egregious tactics and
command and control measures employed by the postal management and its third
appendage, postal law enforcement.

Labor unions in the United States historically came into power to remedy wide-
spread and unchecked exploitation by employers. Prior to their emergence, wages,
benefits, and safety and health conditions were deplorable. In this context, many
employers embraced the principles of scientific management, principles that deval-
ued employees’ participation and their inherent integrity. These principles provided
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the impetus to autocratic management styles where employees were disempow-
ered in the decision process regarding everyday work life.

Beginning in the 1950s and extending to the early 1980s, scores of companies began
to look at alternatives to scientific management or top-down control approaches.
Some embraced and implemented philosophical approaches affiliated with the hu-
man relations movement where employees were viewed as vitally important in the
decision-making process. Not only were they viewed as important in the day-to-day
decision process, but their input into company work standards and methods were
also deemed very important.

With the accelerated expansion of a global economy in the 1980s, however, em-
ployers once again began to view employees as dispensable and unworthy of liv-
able wages and benefits. As this became the dark reality for many of the blue collar
workers in the 1980s, it also became the reality of white collar workers beginning
in the 1990s. The maximization of profits by corporate interests, at enormous costs
to American workers and workers globally, had become the staple of the 1980s
and continued full stride into the twenty-first century. Accordingly, today there is a
greater need for labor unions, including postal unions—not less.

National Association of Letter Carriers

Currently, there are approximately 225,000 city letter carriers in the USPS. The NALC
is the representative union for all these employees. The NALC was the first craft in
the old Post Office Department to organize and lobby Congress. The GAO report of
1994 outlined its early history as follows:

At a time of unsatisfactory working conditions, low pay, and arbi-
trary management, postal workers were the first federal employees
to join a union. In 1889, city letter carriers were the first craft in the
old Post Office Department to organize. From the beginning, the
city letter carriers, along with other crafts and management asso-
ciations, developed relationships with Congressional efforts to im-

prove their poor working conditions and poor pay.*'

Although some of the more contentious issues between the USPS and the NALC
have been longstanding, the examination of these issues is limited to the years af-
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ter the implementation of the Postal Reorganization Act of 1970. Accordingly, the
major contentious issues discussed in this section include: 1) the dispute resolution
process regarding the resolving of grievances and contractual issues, 2) employee
involvement, 3) top-down work standards and methods, 4) joint statement of vio-
lence and behavior, and 5) contracting of letter carrier positions to private enter-
prise.

1. Dispute Resolution Process

Inthe GAO report of 1994, the NALC indicated that a joint, cooperative process, called
Union Management Pairs, had been put in effect with excellent results at various pi-
lot sites for ten years, but the USPS had refused to expand the program nationally.
At the nineteen pilot sites that utilized this joint process, grievances were reportedly
reduced by 59 percent. After years of contentious disagreements, in 2002 the USPS
and the NALC finally agreed to an initiative called the dispute resolution process to
address an unsustainable backlog of grievances. The initiative gave broad authority
to full-time representatives from the NALC and postal management at postal dis-
tricts to settle grievances. It created the context for these representatives to reduce
third-party interventions by settling grievances at their level.

In many of the postal districts the dispute resolution process is working well. In
some other postal districts, however, district managers through their subordinates
or directly are interfering with the process. Grievances sent to arbitration have been
reduced markedly in the past three years because a merit compensation initiative
rewards management officials for these reductions.

Despite the significant reductions of grievances, the USPS-NALC dispute resolution
process does not solve the root causes of adversarial labor-management difficulties,
nor does it address concerns and behaviors regarding the postal culture and how
employees are treated in the workplace. In a December 2006 union bulletin, William
Young, the current president of NALC, stated it this way: “[T]he traditional paradigm
of adversarial confrontation at the workroom floor remains.”>?

2. Employee Involvement (El)

In announcing the USPS’s employee involvement initiative in October 1981, Post-
master General William Bolger said, “I have taken a first step in a redirection of postal
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philosophy, away from the traditional, authoritarian style of management
[emphasis added] and toward an increasing worker involvement in finding solutions of
the workplace.”?** The El initiative was initially established between the NALC and
the USPS. Over the next several years, hybrid employee involvement initiatives were
established between the USPS and the other postal unions and management orga-
nizations with the exception of the APWU.

In the 1994 GAO report, it was indicated that the real hope of the El initiative between
the USPS and the NALC was to redirect the traditional style of postal management,
providing employees the opportunity for involvement in the day-to-day work tasks
and processes and thereby enhancing their dignity and self-worth. In spite of this
hope, El was unilaterally discontinued by the USPS in 1996 to the dismay and out-
rage of the NALC. For example, in the 1997 GAO report, Vincent Sombrotto, former
president of the NALC, stridently stated in a letter to a high-ranking postal official:

When the NALC and USPS jointly initiated this program in 1982, it
was hailed as a remarkable achievement. We were early—and ea-
ger—for joint ventures in the new labor-management era of “joint-
ness"—and we were jointly proud of our innovative effort ... What
was once the largest program of employee involvement in the na-
tion (involving hundreds of thousands of employees) is soon to be
history—by the mere stroke of your pen ... [Plostal management
appears to be determined to attempt to reassert its long discredited
effort to dominate its workforce through an authoritarian, unilateral

system of top-down controls.?*

Based on my work experience and first-hand witnessing of the unilateral, top-down
controls applied in the USPS, | wholeheartedly agree with this assessment. It is con-
sistent with the long history of the USPS adherence to the scientific management
principle that any advantages of employee participation or input in workplace deci-
sion-making are far outweighed by its inherent disadvantages.

One high-ranking postal official was credited with stating that the initiative was dis-
continued because it no longer significantly contributed to the goals of the Postal
Service and it did not address the roots causes of workplace conflict. It was also ad-
vanced that a new initiative called “Customer Perfect” (see Appendix C) was being
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emphasized in place of El. This was a new initiative that was implemented without
any prior input from the postal unions.

Another high-ranking postal official indicated that discontinuance of El occurred
because El facilitators were full-time positions and thereby restricted employees
from their core duties of mail processing and delivery. According to Mr. Sombrotto,
a critical reason for the discontinuance of El was the lack of progress in delivery re-
design, which is discussed below under the heading of Top-Down Work Standards
and Methods.

Many reasons were provided to explain why the USPS unilaterally terminated the
NALC-USPS El initiative. The over-arching reason, however, was the USPS’s desire
to implement top-down controls without the participation of the NALC and its em-
ployees. The introduction of Customer Perfect, contrary to what the USPS proffered
to the GAO in 1994, did not provide any substantive or meaningful input from the
postal unions and management organizations on work standards and methods uti-
lized in the USPS.

3. Top-Down Work Standards and Methods

The issue of top-down work standards and methods has been a burning issue for
the NALC for over a hundred years. Concerted efforts to monitor letter carriers’ work
performance on their routes by “spotters” go back to the late nineteenth century.
The work standards and methods | discuss under this heading focus on the facets of
office management and street management of city letter carriers, primarily empha-
sizing the latter. Accordingly, | highlight important commentaries, initiatives, and
events in the past twenty-one years.

In chapter seven | briefly noted that delivery redesign was a huge opportunity for
the NALC and the USPS to jointly devise work standards and methods for both of-
fice and street management on behalf of the city letter carrier force. In this context,
it was also a critical opportunity to jointly address root causes of employee conflict,
violence, stress, and turmoil in the workplace.

Beginning in 1987, the USPS and the NALC established a joint task force to address
work standards and methods for city letter carriers. Although there were numerous
discussions about establishing evaluated routes similar to the rural carrier craft, no
agreement was realized. In 1996, the year that El was discontinued, the USPS unilat-
erally pursued delivery redesign pilot sites without input from the NALC. According
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to Mr. Sombrotto, prior to this unilateral action, the USPS rejected repeated invita-
tions to join the NALC in efforts for meaningful dialogue. In a blistering rebuke to this
unilateral action, in a letter to a high-ranking postal official, Mr. Sombrotto stated:

I would have hoped and expected that management’s bunker men-
tality would not apply to so central a matter of our common con-
cern as performance standards for letter carriers. In view of all that
has been said about the deplorable state of the labor-management
culture of the USPS, the need for cooperation and the desirability of
joint action, the intention of the USPS to change its historical auto-
cratic, top-down managerial mind-set, | would have expected even
the hard-liners at L'Enfant Plaza to perceive the wisdom of proceed-

ing cooperatively.?>®

Again, this type of unilateral top-down control is consistent with the long history of
the USPS’s adherence to the scientific management principle that union and em-
ployee involvement in work standards and practices has far more disadvantages
than advantages. This type of unilateral action is consistent with the prevailing busi-
ness philosophy in the United States. When viewed in this historical context, it is
understandable why the USPS’s Board of Governors did and would seek to manage
the USPS along a path of management unilateralism. Below, | present the negative
impact of this stance in greater detail.

Many of the delivery redesign pilot sites that the USPS unilaterally implemented in
1996 were later disbanded because of their requirement to abide by national con-
tractagreementissues. Consequently,in 1997, postal management heightened their
micromanagement and monitoring techniques and practices regarding the office
and street management of city letter carriers. In 1992, one of the chief by-products
of these efforts was a sophisticated information system called Delivery Operations
Information System (DOIS).

During subsequent years, the end result of DOIS was a dramatic increase in city letter
carriers’ tensions and turmoil in the workplace, having the overall effect of creating
more stressful and toxic work environments within postal installations throughout
the USPS. The immediate focus of this examination, however, is how DOIS has been
utilized at many postal facilities throughout the country and its current status.
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Before the implementation of DOIS, the USPS had several less sophisticated infor-
mation systems to track individual letter carriers’ performances. These previous in-
formation systems like DOIS frequently “pitted” the first-line supervisor in conflict
with the city letter carriers. Both GAO reports of 1994 and 1997 indicated how close
monitoring of the letter carriers by postal supervisors exacerbated problematic
union-management relations and tensions on the workplace floor. Many of the ten-
sions in the workplace chronicled in these reports were the result of performance
management tools that tightly limited dialogue and compromise between letter
carriers and their supervisors regarding workload issues.

Over the past twenty years, postal supervisors have relied on various information
systems to determine the workload requirements for city letter carriers in the of-
fice and on the route. City carriers were expected by their supervisors to adhere to
these determinations. When letter carriers failed to meet these determinations, they
frequently faced increased negative attention from the supervisor. As indicated pre-
viously, DOIS is a more sophisticated information system compared to earlier ones.
What they share in common is the emphasis on accounting for, and monitoring of,
the office and street time of letter carriers and the implicit promise of reducing their
work hours.

In August 2004, the NALC and the USPS entered into a memorandum of understand-
ing (MOU) allowing for a freeze on all route adjustments, using the traditional route
inspection process, and for a national task force, comprised of representatives from
the USPS and NALC, to devise a new inspection and adjustment method. Shortly
after reaching this agreement, the USPS rescinded the agreement and unilaterally
implemented DOIS. There was a provision in the MOU permitting either side to ter-
minate the agreement within fourteen days of advance notice, and the USPS exer-
cised this option. In response to this action, Mr. Young, NALC President, stated that
“management chose to throw away the opportunity and gave managers a go-ahead
to resume daily bickering on the workroom floor.”?¢

Although the NALC had contested the use and misuse of DOIS from the very outset,
heightened concerns and outrage became more evident in several 2006 NALC pub-
lications. Below are relevant excerpts taken from these publications:

The NALC is actively pursuing grievances over the uses—and
abuses—of the DOIS computer system, but top USPS managers are

still dragging their feet on it ... More than a year ago we gave man-



188 Impact of Internal Stakeholders on Postal Culture

agement a list of DOIS violations—chapter and verse, right out their
own manuals and handbooks and our National Agreement ... One
of the union’s major concerns is how the corrupt data is used by su-

pervisors to project letter carriers’ work load on a daily basis.?’

DOIS isn't broken—it never worked right in the first place ... What
was supposed to be a data management tool has become an elec-
tronic mismanagement device. It's a perfect example of ‘garbage
in-garbage out’ technology. The scary part is, they are using the cor-
rupt DOIS numbers as a basis for all their planning, budgets, staffing
levels, the works ... Too many carriers on the workroom floor are
struggling with supervisors who believe they can use DOIS as a tool

of intimidation to squeeze carriers more and more.?®

[TIhe system was deliberately misprogrammed to ignore elements
needed to calculate a carrier’s standard office time ... [A]n example
of mismanagement linked to DOIS—is overtime. It starts when su-
pervisors using DOIS projections to push carriers to speed up, a few
minutes one day, a few more the next. If the letter carrier wants to
avoid conflict, or “help out” the Service or the supervisor, or simply
do the job and go home, he or she may absorb these minutes cut-
ting corners, skipping a break—whatever it takes to make up the

stolen time.?>°

For years, NALC has complained, and rightly so, about postal management abuses
in their inflexible reliance on various information systems to monitor, control, and
manage letter carriers’ office and street time. The NALC has frequently filed formal
grievances, arguing that postal facilities were using inaccurate data to determine
letter carriers’ office and delivery time expectations. They have argued, for example,
that daily projections for letter carriers’ workload and time expectations were based
on inaccurate route adjustments or partial route adjustments or just unethical use
of the data.

| personally had supervisors tell me that they were instructed not to use fair judg-
ment in management of the letter carriers’ duties, but instead were told to hold them
accountable to whatever DOIS projected. | was told by some higher-level managers
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that DOIS estimates for carriers’ productivity in their offices were based on flawed
data. They were disturbed by the expectation from their “superiors” to discipline let-
ter carriers based on this flawed data.

In the postal district that | had worked at, there were several facilities where city let-
ter carriers were excessed (i.e., transferred) out of their offices based on flawed DOIS
projections. In one station, letter carriers were excessed over three hundred miles,
only to return as a result of grievances that supported that their positions were still
needed, in accordance with the national contract and based on total employee hours
worked at the station. Overtime, in many of these offices, soared to over 20 percent
in the interim, creating hardships for the remaining employees.

In addition to the monitoring of city letter carriers’ workload expectations through
DOIS, city letter carriers were also electronically monitored before they left the office,
while on the routes, and upon their return to the office. These electronically moni-
tored points are called managed service points (MSP). In practice, letter carriers use
mobile data collection devices (DCD) to scan barcodes placed at seven basic scan
points. The scan points for the city letter carriers include: 1) hot case (i.e., resorted
mail usually amounting to less than twenty letters, 2) depart to route, 3) first delivery,
4) last delivery before lunch, 5) first delivery after lunch, 6) last delivery, and 7) return
to office.

In chapter two, | examined factors associated with workplace violence, including or-
ganizational factors. Two specific organizational factors that can lead to violence are
high control and pressure. Dupree?®®, for example, found employees were more likely
to act out aggressively toward supervisors who tended to over control and pressure
them to work at a specified standard or in a particular way. In the spring of 2008, the
USPS entered a contract®®’ forimplementation of a Global Positioning System (GPS)/
Global Information System (GIS) to track letter carriers’ whereabouts on the street.

At a delivery operations presentation in a September 2008 meeting for top postal
management,*®? it was noted that the USPS had implemented a GPS/GIS program
in five hundred vehicles in Chicago. It was further noted that the “global tracking
system” recorded the following information from each vehicle: miles traveled, devia-
tions from the route, idle time (with engine on and with engine off), number of stops
and park points, and a “breadcrumb trail” of vehicle activity. The annual estimated
cost for the GPS/GIS system for five hundred vehicles was 138 thousand dollars. The
break even on the costs per route per day with the tracking system was noted as 1.4
minutes.?®?
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Sadly, the USPS is not satisfied with DOIS and MSP; it wants more control in the form
of surveillance. In order to meet its goals, postal management ostensibly believes
that city letter carriers have to be monitored minute by minute while on their postal
routes. In chapter eight, | provided examples of over control and pressure exerted
and its impact on employees by postal management.

Fortunately, as a result of NALC pressure through the grievance procedure and the
collective and bargaining processes, the USPS and the NALC reached agreement on
DOIS in their most recent contract.’®* In this 2007 agreement, three major points
were agreed upon, including: 1) DOIS is a management tool for estimating a carrier’s
workload, 2) DOIS projections are not the sole determinant of a carrier’s leaving or
return time, or daily workload, and 3) management is responsible for accurately re-
cording volume and other data in DOIS. In addition to the above agreement on DOIS,
the NALC and USPS also agreed to establish a national task force to jointly explore
alternative methods of evaluating, adjusting, and maintaining routes.

On October 22, 2008, the USPS and APWU signed a breakthrough agreement for
an interim alternate route adjustment process.?® The agreement allows for a NALC/
USPS route evaluation team at each postal district. The team responsibilities include
“data analysis, route evaluation, and oversight of jointly conducted carrier consulta-
tions and adjustments.”

It is too early to know if these agreements will have a significant effect on how letter
carriers are managed in their daily operations by postal management. Sadly, based
on the history of the postal culture, there is little reason to believe that this initiative
will provide significant change regarding how employees are treated in the work-
place, or that the level of stress or turmoil experienced by employees will be abated.
Furthermore, the October 22, 2008, agreement has several contingencies, which are
noted in a subsequent discussion on contracting.

Why not be more hopeful? Too many times, as described throughout this book, in-

cluding this appendix, the USPS has not followed through on joint initiatives, one of
which I discuss below, the “Joint Statement on Violence and Behavior”.

4, Joint Statement on Violence and Behavior

In February 1992, shortly after the Royal Oak postal tragedy, the USPS and the union
organizations and management associations signed a “Joint Statement on Violence
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and Behavior”. All major union organizations entered into the agreement with the
exception of the American Postal Workers Union.

After several drafts, Mr. Sombrotto was credited with authoring the entire statement.
Two key phrases in this document, which were later ruled by a national arbitrator as
a contractually enforceable agreement, include: 1) There is no excuse for and will be
no tolerance of violence by anyone, at any level of the USPS. There is no excuse for
and will be no toleration of harassment, intimidation, threats, or bullying by anyone,
and 2) Those who do not treat others with dignity and respect will not be rewarded
or promoted. Those whose unacceptable behavior continues will be removed from
their positions.

Although a national arbitrator ruled that the joint statement was enforceable, and a
few arbitrators “enforced” the agreement by “removing” management officials from
their positions, subsequent decisions by the Merit System Protection Board (MSPB)
and higher courts found such action infringed on the due process rights of these
management officials. Aside from the contention that the joint statement was an
enforceable agreement, an important question is: Has the “pledge” been honored by
the USPS? It is the contention of the NALC, and from this insider’s perspective, that
the answer to this question is an unequivocal “no.”

Since the joint statement agreement and my subsequent years as a postal em-
ployee, | became aware of a high number of management personnel who routinely
harassed, intimidated, threatened, and bullied employees and later were rewarded
or promoted to higher-level positions within the organization. For many of these
individuals, treating employees with respect and dignity was not a priority and was
rarely practiced. Specific examples of these observations were chronicled in chapter
eight.

5. Contracting of Letter Carrier Positions to Private Enterprise

In chapter six and Appendix C, the burning issue of union bargaining rights was
addressed. It was noted that Bush’s presidential 2003 commission on the USPS rec-
ommended highly regressive reforms, including weakening of the postal unions’
collective bargaining rights. The U.S. Congress, however, did not include any of
these reforms in the December 2006 Postal Accountability and Enhancement Act
(PAEA).
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The postal unions have historically been concerned about the mailing industry’s
plans and attempts to privatize the USPS. More recently, the NALC has vociferously
opposed the USPS’s unilateral decision to contract out letter carrier positions at ur-
ban and suburban areas of the country, including cities in New York, New Jersey, and
lowa. This unilateral decision by the USPS occurred shortly after the BOG and neo-
conservatives failed to have their regressive labor reformsincorporated into the 2006
PAEA. Besides highly organized picketing at contract sites, the NALC successfully
lobbied congressional members?® to support their cause to halt contracting of city
letter carrier positions. While waging this battle to protect letter carriers’ jobs, the NALC
was concurrently involved in protracted negotiations for a new postal contract.

In no less than nine NALC union bulletins from November 1, 2006 to July 6, 2007, the
NALC informed their members of their epic battle with the USPS and its lobbying
efforts with congressional members to stop the contracting out of letter carrier jobs
to private contractors. Before the USPS agreed to stop hiring private contractors to
deliver the mail in various cities, Congress was posturing to pass legislation to pre-
vent them from this practice. In fact, they had a bill in the Senate that had numerous
co-sponsors to do just that.

The USPS and NALC agreed to restrictions on contracting out of city letter carri-
ers positions in the new contract, which was ratified in November 2007. Shortly af-
ter a tentative agreement was reached with the USPS and the NALC on this issue,
Mr. Young gave testimony in a Senate subcommittee where he eloquently stated:

Ata time of so-called prosperity, the ranks of workers without health
insurance or pension protection have surged into the United States.
Even as Wall Street profits have exploded, wages on Main Street have
stagnated and middle class living standards have eroded. The fed-
eral government and the United States USPS should not contribute

to these disgraceful trends by adopting an outsourcing strategy.®’

| wholeheartedly agree with these sentiments as stated by Mr. Young, especially be-
cause of their relevance to our country’s recession in 2008. Because of private enter-
prise’s unparalleled pursuit of profits, regardless of the negative costs to employees
and society at large, we are now witnessing a crisis in real estate, lending, banking,
energy, unrealized since the Great Depression of 1929.

Beyond Going Postal 193

Fortunately, as previously mentioned, USPS and the NALC entered an agreement
on a joint process to address route adjustments.?®® Additionally, this agreement
extends the moratorium on contracting out of city carrier positions through No-
vember 20, 2011. This moratorium is contingent upon, however, the implemen-
tation of the agreed upon interim alternate route adjustment process. The agree-
ment duration is also contingent upon future decreases in mail volume. If there
are future decreases in mail volume and the parties cannot reach an agreement
on a new process by June 30, 2009 or June 30, 2010, the original agreement will
terminate.

American Postal Workers Union

The American Postal Workers Union (APWU) represents over 330,000 clerks (i.e., mail
processing and customer service craft employees) and maintenance and motor ve-
hicle service employees. It is the world’s largest postal union. Like the NALC, the
APWU contended with poor working conditions and poverty level salaries until the
1970 Wildcats strikes propelled the U.S. Congress to pass the Postal Reorganization
Act of 1970. Major contentious issues between the APWU and the USPS can be sub-
sumed under three categories: 1) violence in the workplace, 2) union-management
partnership, and 3) contracting of postal positions.

1. Violence in the Workplace

From 1980 to 2001, Moe Biller was the president of the APWU. His tenure was
marked by controversy, a no-nonsense approach to negotiating with the USPS, and
a reputation for getting right to the point. Some just considered him a maverick.
One quote from Mr. Biller that embodies these attributes is: “It is time that the USPS
realized APWU is a stand-up union. We will not back away from our determination to
achieve justice and dignity for all the Postal Workers we represent.”*?

In his testimony to Congress at the 1993 Joint Hearing to Review Violence in the
U.S. Postal Service, Mr. Biller was the only voice from the postal unions and manage-
ment associations who spoke with clarity and passion on the extent and nature of
employee-directed homicides in postal facilities across the country. As a reminder to
the reader, this congressional joint hearing was the result of numerous postal shoot-
ings in postal facilities by current or former employees.
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It was noted in chapter four that the Postal Service, at this hearing and afterwards,
provided meaningless statistics to detract from the “reality” of postal violence, par-
ticularly employee-directed homicide. In this light, below | provide two poignant
remarks from Mr. Biller’s testimony at the subject hearing.

When the issue is faced squarely, what we see is not a meaningless
industry-to-industry comparison, but a form of violence in the USPS
that is reaching alarming proportions ... | find it disingenuous that
USPS management would rely on deceptive statistics to mislead the

committee into believing the problem is not that serious.?”

Violence in the USPS must be addressed from an organizational and
institutional perspective without pinpointing blame on an individual.
USPS management must be held accountable for the safety and the

health of its employees and that’s what the contract reads.””

| unconditionally agree with both of these observations, and they are, to a certain
extent, the underpinnings of this book. Organizational factors clearly play a key role
in acts of workplace violence and a broader perspective is warranted. In order for the
USPS to fully address workplace violence and its prevention in the workplace, hon-
esty and transparency are prerequisites. Detractors of the APWU are eager to point
out that Moe Biller was the only postal union president not to sign the 1992 “Joint
Statement on Violence and Behavior”.

Based on the fact that the USPS has not enforced key parts of the joint statement
after its signing, many of Mr. Biller's reservations proved to be warranted. In 1997, he
correctly pointed out the consequences of the lack of a viable internal procedure for
addressing abusive managers in the workplace:

Recentinquiries by the union to employees to identify abusive man-
agers has generated hundreds of responses detailing the abuse acts
of specific managers and repeated efforts by employees to have the
abuses investigated. The results have been a “siege mentality” ap-
proach where abusive managers are at best assigned to other em-
ployees or, at worst, the requests are ignored. The refusal to hold

managers accountable to the same standards as employees has
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created a climate of distrust and lack of respect and unavoidably

affects performance.??

Sadly, from the time of this statement and my retirement in January 2007, there re-
mained a lack of accountability for management personnel who emotionally abused
or bullied their employees, and a number of them were even promoted to higher-
level positions. It would be an error in judgment to infer that this lack of account-
ability is not still the case today.

2. Union-Management Cooperation

Mr. Biller in his tenure routinely rejected any initiative where the APWU was not a
bona-fide stakeholder in the outcome. Before rejecting the 1992 joint statement
initiative, he rejected the employee involvement (El) process adopted by all the
unions with the exception of APWU in 1981. His perspective on the initiative was
that these El committees would have too much input regarding issues like safety,
health, and work standards and methods. In his view, El would create a wedge be-
tween APWU union representatives and the employees they represent, thereby
serving to undermine the collective bargaining rights of the union.

In 1995, in solidarity with the other postal unions, the APWU boycotted the use of
the “Employee Opinion Survey” (EOS) when its results were used by postal officials
during collective bargaining deliberations. Mr. Biller noted that, as a response to the
1997 GAO report,*” not one single question on the EOS was developed or approved
by the APWU and questions that were formally objected to by the APWU remained.
In support of the APWU position that they had no inherent objection to the use of,
and cooperation with, surveying of employees, Mr. Biller pointed out that the USPS
and APWU jointly designed a survey on dependent care®’* issues where the APWU
had a role in its implementation and analysis of its results.

For several of the reasons noted above, the APWU rejected and later boycotted the
new EOS implemented in 1998, which was renamed Voice of Employee (VOE) sur-
vey. It is important to note that too often complaints were lodged by branch AWPU
officials in the field about misuse of the survey results to higher-ranking APWU of-
ficials.

Evidence of cooperation between the APWU and the USPS in the 1990s, besides the
mentioned dependent care surveyinitiative,include: 1) 1990 MOU for “crew chiefs,”*”*
2) 1993 labor-management agreement,?’® 3) 1993 MOU for remote bar encoding sys-
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tem agreement,?” and 4) 1994 meditation of grievances initiative.?’® The 1990 MOU
for “crew chiefs” was a pilot program permitting craft employees to provide leader-
ship and direction to rank and file workers. The view was that this initiative would
empower these line employees to work more as a team. More importantly, the APWU
viewed the crew chief position as a step removed from the autocratic management
styles reflective of the postal culture. This initiative, however, was unilaterally tabled
by the USPS commencing with the 1994 national agreement.

In the context of congressional oversight stemming from workplace tragedies at
postal facilities,?”? the APWU and USPS entered two agreements on the same day in
1993, including the Labor-Management Cooperation Agreement and the Remote
Bar Encoding System (RBCS) Agreement. Interestingly, the 1997 GAO report referred
to the signing of the non-binding labor-management agreement as a quid pro quo
between the USPS and the APWU, ostensibly because the USPS considered it as a
prerequisite to its committal to the binding RBCS agreement. The essential points
in the labor-management agreement were that the parties reaffirmed their com-
mitment to, and support of, labor-management cooperation and that the parties
pursue strategies that emphasize improving working conditions, improving service,
and reducing costs.?®

From the AWPU perspective, the critical agreement was not the labor-management
agreement, it was the RBCS agreement. Before this agreement, the USPS was pursu-
ing efforts to contract all work associated with RBCS to private contractors. The RBCS
sites were set up in key geographical areas across the country and were viewed as
transitional centers. They were to be used for a limited time span, with key respon-
sibilities for coordination and processing of mail that involved change of addresses
for postal customers.

The RBCS agreement proved to be the highest degree of cooperation between the
USPS and any postal union in its history, the antithesis of top-down controls. There
were no less than ten joint union-management committees working out the details
of implementation. These joint committees addressed all aspects of work standards
and methods, including staffing, scheduling, ergonomics, training, productivity, em-
ployee performance, safety, data, career opportunities, and minimizing administra-
tive costs. All the RBCS sites included the previously discussed “crew chiefs,” who
played an integral role in accomplishing the overall mission of the RBCS.

Even when the remote bar encoding centers were phased out, the APWU and
the USPS worked diligently together to transition employees to new positions at
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other facilities. As an insider, it is important to point out that employee morale at
the center in my postal district was far higher than any other postal facility with-
in the district. It had high productivity and low absenteeism and accidents rates.
The initiative in hindsight was bold, innovative, and a breathtaking testament of
what can be achieved when top management is willing to share “controls” with key
stakeholders.

In 1994, a mediation of grievances process was established between the APWU and
the USPS through the collective bargaining process. This initiative provided for the
joint training of union and management officials on contractual issues and for the
parties to collaborate to resolve grievances at the lowest level. However, the initia-
tive did little to address the root causes of employee turmoil in the workplace and
poor union-management relations.

In September 2008, the Postal Service unilaterally terminated a program with the
APWU that fostered cooperation between employees and postal management. It
was a pilot program that provided for a “team lead” for window retail services or
clerks providing retail services. The “team lead,” like the crew chief previously dis-
cussed, would, among other responsibilities, have been a voice to make recommen-
dations to management regarding proper staffing for retail services. It was planned
to be implemented nationwide, but APWU reports?®' that the program was termi-
nated because bottom-line numbers did not improve.

Another example of the USPS acting unilaterally was reported in an APWU update,
October 2008, regarding the elimination of Tour 2 at postal plants. For example, Wil-
liam Burris, APWU President, upon receiving complaints from field offices, stated:

Postal management has failed to inform the national union of this
plan, and no discussions on the subject have taken place. The union
believes that this lack of consultation at the national level violates
the employer/union relationship, and we will respond appropri-
ately...The termination of Tour 2 mail processing may be intended
to force senior employees to retire or accept unfavorable hours of

work. 28

Accordingly, the prevailing posture of the USPS to continue with its overall imple-
mentation of top-down controls with respect to work standards and methods re-
main unabated. The USPS attempts to weaken postal unions’ bargaining rights by
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allying itself with President Bush’s 2003 postal commission, and the contracting
of positions to private contractors has served to further compromise the labor/
management relations between the two parties.

3. Contracting of Positions

As an alternative to contracting out mail processing functions to private enterprise,
the previously discussed 1993 RBCS agreement between the APWU and the USPS
was the only mutually agreed upon initiative between the parties. To the chagrin
of the APWU, for decades and subsequent to the 1993 RBCS agreement, the USPS
has attempted to hire private contractors in mail processing, retail, maintenance,
and transportation functions. In some cases, they have been successful and in many
other cases arbitrators have ruled in favor of the APWU.

In 2005, or perhaps earlier, the USPS was embarking on an ambitious plan called
Evolutionary Network Design (END),?®* which envisioned reducing their network of
nine existing facilities types to five. This plan was requested by the Postal Rate Com-
mission (PRC) on February 14, 2006, but was not provided to the PRC until July 25,
2006. The END plan contained a list of 139 facilities as “potential candidates” for con-
solidation.

Although the USPS was required by the Postal Reorganization Act to obtain an opin-
ion from the PRC about plans that would have a “substantially nationwide” affect on
mail delivery, they did not share this information with the PRC for nearly a year.?®* The
USPS was also required, under its collective bargaining agreement with the APWU,
to notify the union with its plan to consolidate facilities. However, the APWU did not
become aware of the plan until it was disclosed in testimony to the PRC on February
14, 2006.

The APWU was so concerned about the veil of secrecy surrounding the END plan
and its ramifications for its members, especially the potential of massive contracting
of mail processing and transportation positions, that its national executive board
raised union dues five dollars, biweekly, effective April 7,2006, to help pay for a grass-
roots ad campaign and for the lobbying of congressional leaders.?®* In 2007 and
2008, two congressional bills**¢ to prevent the USPS from unilaterally contracting
out mail processing, transportation, or delivery positions gained widespread sup-
port in Congress.
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It is important to note that the USPS never went completely ahead with its con-
solidation plans ostensibly because provisions in the Postal Accountability and
Enhancement Act of 2006 were not finalized until December 2006. Congressional
leaders later requested that the USPS submit its network redesign plan to Congress
by June 20, 2008. In addition to this plan®” and on the same date, the USPS submit-
ted to Congress a seventy-page draft statement of work for contractors to submit
proposals on contracting core postal operations®® involving distribution, infrastruc-
ture, and transportation for bulk mailing centers. The Government Accounting Office
also submitted a report, as requested by congressional leaders, on contracting of
core postal operations in late July 2008.%°

In the context of the USPS pressing for contracting of core postal operations, the
PRC was tasked by Congress to conduct and complete a study on the universal ob-
ligation requirement and the postal monopoly by the end of 2008. The selection of
the contractor by the PRC for this study has raised the ire and dismay of the postal
unions and management associations, with the APWU the most vocal. In testimony
to a congressional post-PAEA hearing on May 8, 2008, Myke Reid, APWU legislative
director, stated:

My concern is that the PRC has selected as its contractors people
who are on the record as favoring privatization and as believing the
postal monopoly is not needed. One of these individuals has written
extensively on postal topics ... In his testimony before the presiden-
tial commission, he characterized the postal monopoly as having
insidious effects: stating that the postal monopoly: makes the Postal
Service a victim, corrodes labor relations, intimidates customers, ex-
cuses endless political interference from members of Congress, and
is the “chain the binds the Postal Service hand and foot” ... The other
principal contractor selected by the PRC is also on record favoring

dismantling the postal monopoly.**°

Since the BOG and the major mailers strongly appear to be unrelenting in their at-
tempt to contract core postal operations under the auspices of the Postal Account-
ability and Enhancement Act of 2006, these issues will continue to be a source of
high concern for the APWU. Not until they are resolved by congressional legislation,
the fight over the privatization of core postal operations will wage on. Hopefully,
the new Congress of 2009 will provide the leadership and subsequent legislation to
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stop the attempts of profiteers to “dismantle” the Postal Service. My open letter to
Congress in chapter eleven provides a blueprint for these efforts.

National Postal Mail Handlers Union - NPMHU

The NPMHU represents approximately fifty-five thousand employees. The primary
duties of the mailhandlers include the transporting or moving of the mail, princi-
pally within mail processing and bulk mail centers and plants. The NPMHU, like the
NALC and APWU, historically have voiced concerns about the employee opinion
survey (i.e., survey used between 1992 and1995), strained employee relations, and
concerns about contracting postal positions to private contractors.

William Quinn, former president of the NPMHU, expressing concerns about strained
employee relations and Postmaster General Runyon’s responses to changing the
postal culture, stated:

One way to shake that managerial complacency is to make a dra-
matic change in accountability [emphasis added]. Just as not mak-
ing the budget numbers can result in discipline of managers, so too

should poor interpersonal relations with employees.?*’

In a recent publication to their members regarding contracting of positions, the
NPMHU expressed concerns about the USPS’s ongoing review of an option to con-
tract postal positions at or near bulk mailing centers. In congressional testimony?*?
on May 8, 2008, NPMHU President John Hegarty noted his concerns about network
realignment, including plans for facility consolidations and contracting of postal po-
sitions. He indicated in this testimony that the union was fortunate to have the sup-
port of House Representatives for the Mail Network Act, an act that would prevent
the USPS from unilateral contracting of postal positions.

National Rural Letter Carriers Association - NRLCA

Representing approximately sixty-eight thousand career rural carriers, the NRLCA,
until recently, had very high morale and positive views of postal management re-
garding how they are treated in the workplace. A chief reason for these positive
views is that full-time rural carriers’ routes are evaluated, meaning that they receive
a fixed salary based on route evaluations. In contrast to the city letter carriers, who

Beyond Going Postal 201

are paid by the hour and receive overtime pay after eight hours, the rural carriers do
not receive overtime.

Since the rural carriers routes are based on fixed salaries, they are paid the same each
day, regardless if they work six hours or twelve hours. For this reason, historically the
rural carriers’ performance in the office and on the street was not a primary concern
of postal management. Unlike the close monitoring of the performance of city letter
carriers by postal management, rural carriers were generally granted more latitude
in their starting time, how they cased their routes, and when they actually left the
office to deliver the mail. Unlike city letter carriers, in the office they were allowed to
routinely talk to each other while working.

Sadly, in the past three to four years, the way rural carriers were treated by postal
management dramatically changed. Two of the last three contracts between the
USPS and the NRLCA went to binding arbitration. The NRLCA twice filed national
grievances, the most recent filed March 20, 2008. In the national grievances, the
NRLCA argued that the previous route evaluations were improperly conducted.

| recall these types of concerns regarding route evaluations conducted in my postal
district for rural carriers in 2005. In this particular evaluation, there were a significant
number of rural carriers whose salaries were substantially cut as the result of the
evaluations, some as much as 20 percent of their pay. From 2005 to 2007, | personally
observed an increased focus on reducing rural carriers” hours by increased monitor-
ing of their office and street duties, especially prior to their day off when they would
be replaced by their substitutes.

These changes in the last several years have had an adverse affect on the morale of
many rural carriers. At one time, it appeared most were exempt from a highly insensi-
tive management style and the rigid work standards and methods embedded within
the postal culture, but that has dramatically changed at many postal facilities.

The NRLCA disillusionment with the Postal Service unilateral and bottom-line ap-
proaches to solving postal issues is exemplified by its National Board decision to
withdraw from the joint Quality Work Life/Employee Involvement (QWL-El program)
with the Postal Service January 1,2009. NRLCA had participated in this program with
the Postal Service for 26 years. As for the reason provided for withdrawal, the Board
stated:
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We have concluded that the Postal Service’s commitment to im-
prove the workplace environment has been pushed to the bottom
of the list of concerns. More and more, the Postal Service has insist-
ed that the QWL/EI process work exclusively on issues that support

its corporate goals.?*

Like with the NALC, an employee involvement initiative of great promise comes to
end because of lack of commitment by the USPS for genuine workplace improve-
ment in the area of employee empowerment and decision-making.

Management Associations

The USPS has three management associations, including the National Association
of Postal Supervisors (NAPS), National Postmasters of the United States (NAPUS),
and the National League of Postmasters of the United States (League). Collectively,
these three management associations give voice to approximately sixty-five thou-
sand field management employees. Since these organizations represent postal
management in the field and there are not many differences in their approach and
relations with officials at postal headquarters, they are discussed both collectively
and individually.

In the early 1980s, NAPS, NAPUS, the League, and the USPS agreed to an initiative
titled “Management by Participation (MBP).” The purpose of this initiative was to im-
prove communication flow and to provide more input by the management asso-
ciations regarding postal policy, standards, and methods on behalf of management
personnel in the field. In the 1994 GAO report, it was indicated that all three man-
agement associations’ presidents and a headquarters official agreed that the MBP
initiative over the years had improved relations between the parties.

However, as a result of the massive postal restructuring in 1993, the MBP initiative
was discontinued. A high-ranking postal official reported to GAO investigators that
the need for the initiative would be eclipsed by the management associations’ even-
tual participation on leadership teams at each of the eighty-five postal districts. This
initiative, designed for management associations to participate on leadership teams
at the postal districts, never was implemented at some postal districts and, at the
vast majority, the management associations presidents’ participation on the teams
were short lived.
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Despite general agreement between the management associations and the USPS
that the MPB initiative had been making a positive difference in employee relations,
and similar to what was discussed with the postal unions, this termination of the
MPB initiative is another sad example of the USPS unilaterally terminating an initia-
tive with appreciable benefits. William Brennan, President of the League, in response
to reading the draft of the 1997 GAO report, summed it up as follows:

The USPS and the seven organizations’ [three management associa-
tions and four postal unions] inability to jointly solve problems is
not primarily caused by the leaders of this organization not being
able to agree, but because not a lot of effort is being expended by
the USPS to explore root causes when seeking solutions ... Instead,
it seems that going to the easier route of putting a Band-Aid on the
effectis their solution ... starting up initiatives that sound good, but
never get off the ground, doing studies and then only using part of
the data collected which is easiest to implement, ignoring causes of

pressures in facilities, etc.?**

Like the postal unions, the management associations have had strained relation-
ships and concerns about the top-down controls employed by the USPS. Over the
past several decades, critical and burning issues for management employees and
the management associations who have represented them are increased demands
with fewer resources, translating into working extra hours without additional mon-
etary compensation.

In 1993, in testimony at a congressional hearing on postal violence, James Miller, for-
mer NAPUS president, indicated that there were many postal facilities with a short-
age of staff and resources, unrealistic budgets, and excessive overtime. Mr. Miller
indicated in his testimony that this state of affairs had improved in some facilities.
Aside from this observation, he saw it relevant and critical to provide the committee
a copy of his letter to postal headquarters officials, dated September 28, 1992, which
stated:

NAPUS surveyed our postmasters for their deepest concernsin 1990.
The results of those surveys, shared with PMG Tony Frank, DPMG
Mike Coughlin and other senior managers, indicated as serious prob-

lems: lack of complement, staff and budget, resulting in postmasters
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working 10-12 hours a day, 6-7 days a week, taking administrative
work home to get it done, and creating unwarranted stress. CUR-
RENT [emphasis in the original] policies have compounded these
problems and escalated them to dangerous proportions [empha-
sis added]. The potential for violence has escalated accordingly and
now includes postmasters. As a result of stress, the violence would
include as dangers for postmasters—heart attacks, strokes, suicide,
and even murder. From our standpoint, this is unnecessary; it can

and should be prevented.?*

It is important to note the above-referenced letter was titled “Consideration of
Withdrawal by NAPUS from Participation In and Attendance at National Committee
Meetings for Prevention of Violence in the Workplace.” This committee was set up
shortly after the 1993 Royal Oak tragedy with all the postal unions and management
associations and representatives from postal headquarters.

The state of affairs described by Mr. Miller, in my opinion, became less of a concern
from 1994 to 1996 because budget pressures were lessened under Postmaster
General Marvin Runyon. After this brief period of relief, employee tensions and tur-
moil began to dramatically change partly because of promotions of results-driven
managers to high-ranking positions in the USPS and the budget becoming salient.
Consistent with Mr. Miller’s concerns, on March 7, 2007, the three management as-
sociation presidents wrote an historical letter to John Potter, Postmaster General,
requesting a meeting to discuss their mutual concerns about the deteriorating work
climate for their members in the field. In this letter, the three signatories stated:

Postmasters, managers, and supervisors are under tremendous
pressure, with more requirements, reports, and unrealistic expecta-
tions. We are concerned these conditions, if not reviewed at our |
evel, could result in serious consequences [emphasis added] ...
[W]e believe that these are issues that should be a concern for both

the USPS and the management associations.?*

In response to this request, Charles Mapa, President of the League, reported on the
League’s website that the management association presidents met with Mr. Potter
and he agreed that the numerous telecoms that postmasters and supervisors were
forced to attend daily were of little value. He reported that Mr. Potter agreed to a
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“task force” to include the three management association presidents and two high-
ranking officials at postal headquarters. Unfortunately, | was recently informed that
this task force only met once and none of the issues were resolved. In fact, the man-
agement organizations’ concerns and stress levels have exacerbated,?’ especially in
light of a hiring freeze and further reduction of staff allocations in October 2008.

It is important to note, consistent with some of the previous concerns voiced by
management association presidents, that Mr. Mapa in his testimony to congressio-
nal leaders on August 17, 2007 and May 8, 2008, expressed concerns on how their
members were being treated in the field and concern about the privatization of core
postal operations. In 2007, he testified that “[t]he Postal Service’s style of manag-
ing postmasters is becoming more and more one of intense micromanagement,
with an overlay of fear and intimidation.”?*® In this testimony, he expressed concern
about burnout of its members because of their working very long hours with fewer
resources.

Similarly, in his 2008 testimony,*® Mr. Mapa expressed concern about postmasters
working long hours without sufficient resources and that higher-level management
were using PAEA as an excuse to mandate postmasters to work six days a week, in
violation of Public Law 89-116. In this testimony, he expressed concerns about union
busting and the contracting of postal positions. In his 2008 congressional testimo-
ny, Dale Goff, President, NAPUS,*® also expressed concerns with staffing shortages
throughout post offices nationwide and attempts to weaken the USPS’s universal
service obligation.

Ted Keating, President, NAPS, in his testimony to Congress in 2008,*' expressed con-
cerns how the PRC was not providing adequate transparency and public review re-
garding the selection of a George Mason School of Public Policy contract to study
the universal service obligation and the postal monopoly. Although the manage-
ment associations were not invited to the July 24, 2008, congressional hearing on
the postal network plan, Mr. Keating sent the subcommittee a letter for inclusion in
the hearing record.

In this letter, he asked the following questions as they related to the postal network
plan and the USPS’s possible motivations:

What is the ultimate goal? Is this the first phase of wider reliance on priva-
tization of mail processing and distribution? Does the Service ultimately

intend to contract out all processing and distribution of mail, if it believes
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that service standards and customer service can be maintained at accept-

able levels?30?

Summary and Concluding Remarks

Summary

The Board of Governors, in tandem with senior postal management, major mailers
and advertisers, and neoconservatives, both within and outside the Bush administra-
tion, have tried but have been unsuccessful in scaling back union bargaining rights,
contracting core postal operations to private enterprise, and in their attempts to
virtually eliminate oversight and accountability by the United States Congress.

In the past fifteen to twenty years, the four postal unions, with the exception of
the NRLCA, have had serious management labor relations problems with the USPS,
mainly because of the USPS’s implementation of top-down controls for work stan-
dards and methods. This management position is consistent with the long history of
the USPS’s adherence to the scientific management principle that any advantages of
employee participation or input in workplace decision-making are far outweighed
by its inherent disadvantages. The other main concern for the postal unions, espe-
cially in the last two years, has been the posture of the USPS to contract core postal
operations, including mail processing, delivery, maintenance, transportation, and re-
tail services.

In examining the three management associations, especially in the last several years,
major, ongoing concerns regarding their members include: 1) working without ap-
propriate staff complements and resources 2) ongoing intimidation by their manag-
ers 3) unreasonable expectations and workload requirements, and 4) burnout out
due to working a six-day work week and over eight hours a day, on an ongoing basis.
The management associations’ presidents have all voiced concerns about the USPS
attempts to contract out core postal operations.

Broken promises by the Postal Service in agreements with the postal unions and
management associations have occurred too often in its recent history. Some of the
broken promises discussed in this appendix included: 1) participation by manage-
ment associations at district leadership meetings, 2) task force to address stressful
working conditions of management personnel, 3) lack of enforcement of a zero tol-
erance agreement with postal unions and management associations, 4) termination
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with APWU on a “team lead” program for window retail services, and 5) termina-
tion of the 2004 agreement with NALC on a national task force for new inspection
adjustment.

Concluding Remarks

On September 15, 2008, John Potter, Postmaster General, met with the four national
unions and three management associations seeking their support to work with Con-
gress as a result of declining revenue and a budget deficit of 7.5 billion dollars over
the past two years. To the best of my knowledge, this is the first such meeting with
these stakeholders with any PMG in nearly fourteen years. | find it disingenuous for
Mr. Potter to meet with these officials in light of these concerns.

Why weren’t these stakeholders invited to consult on issues of contracting of deliv-
ery operations, the network plan, and the overall direction of the Postal Service in
the past several years? What expediency does this meeting provide for the BOG and
future leveraging?

The USPS has a long history of using the scientific management approach, or man-
agement unilateralism, regarding the planning and implementation of work meth-
ods and standards. This approach discounts employee participation and input in
workplace decision-making. Because of this deliberate and intentional stance, it has
generated incredible anger, high stress, low morale, and violations of employee dig-
nity and self-esteem—not just craft employees but also management personnel in
the field.

In light of the Postal Service’s history of broken promises with the management as-
sociations and union organizations, it is unlikely that they will honor the process
for the duration of the USPS/NALC contract, which expires in 2011. Unless there are
dramatic changes in the Postal Service, as outlined in chapters 10 and 11, the prob-
ability is that broken promises will continue to be the rule, not the exception.

The USPS’s attempt to contract its core postal operations to private contractors and
its secret work in network realignment of facilities has created high turmoil and an-
ger. Together, these organizational factors have accelerated the deterioration of the
postal culture in the past ten years, especially the last two years. From the postal
employees’ perspective, it is not difficult for them to conclude that the USPS not only
does not care about employee participation or input, but it also does not care about
employees’ job security.
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The postal unions and management associations have inadvertently added to the
high tensions created by the approaches and decisions of the USPS. Postal unions
have strongly lobbied Congress and have had numerous information pickets. They
have released dozens of articles criticizing the USPS approach to contracting and
flawed performance measurement systems, which were posted on union bulletin
boards at all major postal facilities and their respective websites. Therefore, as a re-
sult of the unions’ disagreements and “fighting back” with the USPS on these critical
issues, they may have influenced their members to take even a dimmer view of the
organization. And as a result, some may have become more demoralized and angry.

Employee tensions, anger, and damaged self-esteem described in this appendix do
not bode well for the USPS’s workplace environments at postal facilities throughout
the country, nor does it bode well for prevention of workplace violence. The top-
down control approaches, espoused and modeled by top management in the USPS,
cascade through all layers of field management, and the fallout of its negative ef-
fects can be seen frequently and daily on the workroom floor. If these issues are not
systematically addressed, they will worsen.

APPENDIX E

Impact of Postal Law Enforcement on Postal Culture

Since its inception, postal law enforcement has had a dubious history. In the areas
of mail fraud, embezzlement of postal funds, and mail theft, it has had a remarkable
and noble reputation. However, postal law enforcement has also functioned as a
dark, vital third appendage of postal management, with the exception of a brief pe-
riod in its history from 1997 to 2003. The old Post Office Department, from its incep-
tion, used inspectors to provide surveillance and enforcement within the confines of
postal facilities and carriers on their routes.

Historically, surveillance in postal facilities included “cat walk” areas between the
ceiling and the roof and “peep holes” within the circumference of the facility, and
even inside locker rooms and bathrooms. Personal privacy of employees was gen-
erally not considered relevant or important. This practice of installing and utilizing
“peep holes” in locker rooms and bathrooms reportedly did not stop until the 1950s.
In postal law enforcement’s early history, before the emergence of postal unions,
surveillance on the letter carriers’ routes included reporting back to postal manage-
ment the smallest of infractions. Letter carriers were sometimes fired merely on the
reported observations of a Postal Inspector.

Besides the issue of surveillance and privacy concerns being problematic in the his-
tory of postal law enforcement, there has been a seemingly lack of concern with
employee due process and an overt inclination to “turn a blind eye” to the waste
and even fraud of high-ranking postal officials. Less problematic, yet telling and very
serious, has been postal law enforcement’s apparentinclination to “over-protect” the
image of the Postal Service. This was a notable concern conveyed in the 1992 con-
gressional report*® regarding the investigation of the Royal Oak massacre, where
relevant records were not kept.
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In this review, | assess the role of both the United States Postal Inspection Service
(USPIS) and the United States Postal Service Inspector General Office (OIG) primarily
in the context of their respective, recent history. The documents reviewed include
several dozen OIG audits, OIG quarterly reports to Congress over the past eleven
years, and postal union bulletins and legislative updates.

United States Postal Inspection Service (USPIS)

The USPIS is one of the oldest federal law enforcement agencies in the United States,
initially set up by Benjamin Franklin in 1737 to protect the sanctity of the mail. To-
day, the USPIS employs approximately 1,770 Postal Inspectors and an additional 830
uniformed postal police officers to support them in their mission to secure the mail
and to ensure the public trust in the mail. Their annual budget is 464 million dollars.
Under current policy, the Chief Postal Inspector reports directly to the Postmaster
General.

In a survey of nine thousand citizens, when asked by the Ponemon Institute in
20083 who was the most trusted agency, the USPS was named the top govern-
ment agency four years in a row. What most people are unaware of, however, is
that every year since 1998, “U.S postal authorities have approved more than 10,000
law enforcement requests to record names, addresses, and other information from
the outside of letters and packages of suspected criminals.”** Records obtained
by USA Today under the Freedom of Information Act include years from 1998
through 2006.

Of the records obtained from 1998 to 2003, it was found that 97 percent of the in-
formation requests on “suspected criminals” were approved, and 99.5 percent were
approved for 2004 to 2006. Requested records for 2007, under the Freedom of In-
formation Act, were denied. The director of the American Civil Liberties Union de-
scribed these activities as alarming. Considering that the figures do not include
national security matters, it is even more alarming.

Besides the privacy concerns related to recording information from letters and pack-
ages of postal customers, President Bush added a statement to the signing of the
2006 Postal Accountability and Enhancement Act claiming the executive branch has
unequivocal power to open mail without judicial review or warrant.?® Interestingly,
in response to these findings, a USPIS spokesperson indicated there was nothing
new with the USPS or the executive branch having this authority.>"”
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In addition to USPIS responsibilities to protect the mail and public trust, they are also
charged with the responsibility to help secure a safe work environment for postal
employees. Accordingly, they are active participants in many postal districts’ threat
assessment teams (TAT), which is discussed in chapter five. Their participation in-
cludes providing additional information to TAT members and assisting the TAT in
developing risk abatement plans when a serious risk is present. In chapter eight, |
discussed USPIS involvement on the TAT from an insider’s perspective. The USPIS is
charged with the responsibility of investigating credible threats and assaults com-
mitted by postal employees in the workplace or by customers on postal employees,
while on duty.

Effective November 3, 2008, Al Lazaroff, Chief Postal Inspector, resigned under a
“cloud of impropriety.” Shortly before his retirement, he was under the spotlight
of an ABC News investigation®*® and a congressional inquiry from Senator Chuck
Grassley's office for the Inspector General Office to conduct an investigation. Allega-
tions of impropriety from whistleblowers in the USPIS include that he wasted postal
traveling funds to be near gambling casinos, spending 300,000 dollars in two years
on travel while “on the road” from his duty station 70 percent of the time. Mr. Lazaroff
also allegedly placed pressures on his subordinates to hire his “friends” as private
contractors, and he had retaliated against the whistleblowers in his department who
notified Senator Grassley of their concerns.

In response to Mr. Lazaroff's retirementannouncement, John Potter, Postmaster Gen-
eral, stated that Mr. Lazaroff “has demonstrated a powerful focus on operational ex-
cellence and an unwavering commitment to this organization.”** In the ABC News
article,*'° it was further noted that Postal Inspectors reportedly indicated that the
Postmaster General or his deputy approved all of Mr. Lazaroff's travel expenses. Sena-
tor Grassley reportedly stated in response that this raised questions about the judg-
ment of the Postmaster General and it was “that attitude that there’s nothing wrong,
that's part of the culture of the agency, that we're going to protect ourselves.”"

Office of Inspector General (OIG)

Brief History

In 1996, Congress passed the Inspector General Office Act of 1978, as amended:3"?
authorizing the transfer of some of the auditing and investigative functions from
USPIS to the newly created OIG and empowering the OIG with statutory oversight
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regarding the USPIS. The OIG currently employs more than one thousand one hun-
dred auditors and investigators with an annual budget of more than 130 million
dollars. The Inspector General is appointed by, and is under the general supervision
of, the Board of Governors (BOG). It takes seven of the nine appointed members of
the BOG to remove the IG for cause.

Itis important to pause and to review relevant postal history at this juncture. In 1991
and 1993, two very important congressional reviews were conducted pertaining to
postal culture and workplace violence within postal facilities. Also, in 1994 and 1997,
the General Accounting Office (GAO) released two extensive reports®'® on the postal
culture.

Accordingly, because of mounting congressional concerns and documented reports
from the GAO about workplace violence and a problematic postal culture, coupled
with the documented impression of some congressional members that the USPIS
was not proactive in dealing with issues of workplace violence and had too close of
an alliance with postal management, it is reasonable to conclude these were reasons
that Congress included the USPS under the umbrella of the Inspector General Office
Act of 1978, as amended.

First Inspector General (1997-2003)

Based on my observations as an insider, including documentary and anecdotal evi-
dence, the USPIS has been too protective of postal executives over the years, es-
pecially at the officer level of the organization. With the appointment of Karla W.
Corcoran by President Bill Clinton as the first Inspector General in 1997, the OIG
was initially very aggressive in pursuing fraud, waste, and abuse at all levels of the
organization. The first several years of Ms. Corcoran’s tenure, postal officers, senior
plant managers, and district managers were investigated by the OIG for allegations
including sexual harassment, fraud, and waste. As a result of these investigations,
several of these high-ranking officials resigned from the USPS.

Another fundamental and critical shift was that the new “OIG team” was ambi-
tious in reviewing and making appropriate recommendations regarding the USPS’s
workplace violence program and was responsive to employees’ allegations about
abusive, intimidating, harassing, and bullying behaviors from postal management.
Despite these achievements in the area of employee relations and in the accounting
for fraud, waste, and abuse at all levels of the organization, Ms. Corcoran resigned
as the Inspector General because of pressure from the BOG, Congress, and activist
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citizens groups. The President’s Council on Integrity and Efficiency found a pattern of
guestionable expenditures and personnel practices during her tenure '

In order to support the claims that under Ms. Corcoran’s tenure the OIG was highly
focused on employee concerns and workplace violence and actively investigated
employees’ concerns about abusive management practices, | have taken excerpts
from seven of the OIG’s semiannual reports to Congress from March 1999 to March
2003, and they are provided below.

Excerpt 1: What are we doing to add value? To support manage-
ment’s effort the OIG participates in and monitors activities of the
USPS Threat Assessment Team ... The OIG meets regularly with
committee representatives of the USPS Workplace Environment
Improvement Human Resources and Labor Management to discuss

strategies for improving labor and employee relations.>’

Excerpt 2: The OIG generally does not review individual employee
complaints. However, over the past six months, we have performed
24 individual reviews of workplace violence and climate issues that
resulted from Congressional requests. As a new agency, we under-
took these reviews to develop a greater understanding of the Postal
culture and to establish a working relationship with Postal Manage-

ment to ensure that employees’ concerns are addressed.'®

Excerpt 3: [T]he OIG determined that a plant manager treated em-
ployees in an abusive manner ... despite the fact that the district
manager was aware of the plant manager’s behavior, the labor cli-

mate at the center continues to be hostile and intimidating.?"”

Sadly, despite this finding from the OIG, as noted in excerpt 3 above, the re-
port stated that management did not accept their conclusion or their
recommendations.

It is important to note that in each of the OIG’s semiannual reports to Congress
from September 30, 1999 to September 30, 2001, under the heading of “Workplace
Climate,” it stated: “The Postal Service believes that signs of workplace stress are
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present, and that they need to take comprehensive steps to address issues of im-
proving workplace environment. This must be accomplished by the emphasis of
aligning human resources with business requirements [emphasis added].”'®

In subsequent reports from March 2001 to September 2003, the heading of “Work-
place Climate” was changed to “Workplace Environment Reviews” and it stated:
“The Postal Service has identified signs of workplace stress in many of its facilities
and is developing comprehensive steps to improve the workplace environment,
including improving relations between managers and employees and aligning hu-
man resources with business requirements.”"

Excerpt 4: The OIG reviewed and substantiated allegations of a hos-
tile working environment that increased the risk for violence at a
Southeast post office. The audit disclosed evidence that some man-
agers verbally abused, harassed, and intimidated employees. There
was also evidence that managers singled out employees for unwar-
ranted discipline, resulting in monetary awards and settlements of
about $70,000 to employees. The audit disclosed district officials
knew of employees’ concerns for about three years, but did not ad-
dress employees’ issues or respond to Congressional inquiries in a

timely manner.32°

Excerpt 5: OIG audits at four postal locations, which occurred be-
cause of abusive management styles and aggressive measures used

by managers to improve employee performance.>!

Excerpt 6: A review of allegations that a hostile work environment
existed at a Virginia post office confirmed that it was potentially
volatile because of harassment and intimidation by the postmaster.
As a result of this review, the postmaster was reassigned to another
facility and performance and conduct were monitored at the new
assignment. We verified with Postal Service management, district
management, and union officials [emphasis added] that the work

environment improved as a result of the actions taken.3?
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Excerpt 7: A review was conducted in response to a Congressio-
nal inquiry relating to Postal Service management’s treatment of
employees at a New York mail service center. [A] hostile work en-
vironment might have existed at this postal facility ... Postal man-
agement developed several initiatives to resolve labor relations

problems at the facility.3*

The excerpts and comments from the OIG semiannual reports to Congress cited
above during this timeframe (i.e., 1999-2003) illustrated the OIG’s commitment to un-
derstand the postal culture, improve upon the USPS workplace violence prevention
efforts, and attempts to foster a positive workplace climate in the Postal Service.

Interestingly and telling, there were no OIG audits conducted between August 1,
1997 and March 5, 2003, regarding the implementation and utilization of methods
and practices used by postal management to control mail delivery, mail process-
ing, and retail operations. To some observers, the absence of audits for these postal
operations by the OIG may seem irresponsible. If the auditing of these operations
also takes in account how specific management methods and practices impact the
postal culture and how their design and intent could be deleterious to productivity
or revenue generation, then the audits would be of high value.

In this next section, | discuss audits conducted by the OIG after March 5, 2003, that
focused on the methods and practices of postal management regarding delivery,
mail processing, and retail operations. None of these audits substantially reviewed
or took in account negative impacts resulting from inherent flaws in the methods
or practices from an operational perspective or from a management perspective.
These audits eventually served to significantly add to the stress, fear, anger, and tur-
moil in the workplaces of postal facilities nationwide.

It is also significant and telling that numerous audits were conducted by the OIG
between August 1, 1997 and March 5, 2003, regarding the use of outside contractors
by the Postal Service. In a significant number of these cases, impropriety (i.e., fraud,
waste, misconduct, etc.) of high-ranking postal executives and officers and agents
of the USPIS were noted. Many of these audits are listed on the OIG website but
are restricted and can only be obtained through Freedom of Information Act (FOIA)
requests. Aside from this obstacle, there is one audit on their website dated Feb-
ruary 27, 2001 titled “Contracting Practices for the Procurement of Mail Transport
Equipment Services.”*** A chief finding in the report was that the USPS had obtained
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three non-competitive bids where they did not follow appropriate procurement
protocol. One of the chief conclusions was that the USPS could have possibly saved
53 million dollars if competitive contracts were sought and awarded.

Second Inspector General (2003-Current)

Since August 2003, David C. Williams has been the Inspector General of the USPS. He
previously served as Treasury Inspector General for the Tax Administration, includ-
ing with the Social Security Administration and Nuclear Regulatory Commission.
His civilian government experience spans four presidents, from Ronald Reagan to
George W. Bush. Before his civilian government service, Mr. Williams was an Army
special agent with military intelligence in Vietnam and was honored for his service
with the medal of honor and bronze star.

Beginning in 2003 with the appointment of the new Inspector General, Mr. Williams,
the status quo of protecting the image of the Postal Service and its bottom-line
approaches began to take precedence over responsive oversight of the postal cul-
ture, violence prevention initiatives, and the aggressive pursuing of fraudulent and
wasteful practices of high-ranking postal officials. Since Mr. Williams" appointment
as the Inspector General, the OIG’s priority and focus increasingly became more in
conformance with the strategic goals of the USPS in general, and their practices and
methods in particular. In Appendix C, | examined the strategic goals of the Postal
Service from 1998 to 2013.

There isample evidence to support the conclusion that the OIG has become increas-
ingly strident in its enforcement approaches in alignment with the USPS’s strategic
goals, practices, and methods. Accordingly, this conclusion is examined below in
the context of: 1) OIG mission statement, 2) OIG audits of postal work methods and
practices, 3) OIG privacy violations and surveillance of employees, and 4) OIG disre-
gard for national collective bargaining agreements and the National Labor Relations
Act. Before examining these four specific issues, however, | provide three relevant
excerpts from the OIG’s semiannual reports*ii from September 2005 to September
2007, below.

Excerpt 1: Controlling delivery costs is critical for the Postal Service

because mail delivery requires a significant infrastructure investment,

xxxviii  Reports are required submissions to the U.S. Congress.
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especially as delivery points increase each year with population
growth ... Delivery operations are the Postal Service’s largest cost
center, making up 42 percent of the total labor hours in the FY 2006
Field Operating Budget. At the end of FY 2005, 100 percent of the
DOIS facilities (6,198) have implemented AMSOP. DOIS provides de-
livery supervisors and managers with data (such as workload status
reports and carrier performance information) to improve daily de-
livery operational performance ... One of our initial Value Proposi-
tion Agreements is with the Vice President of Delivery & Retail to
assess management of City Letter Carrier Operations [emphasis
added]. During this reporting period, we expanded our ongoing
assessment of city letter carrier operations to the Pacific and Great

Lakes Areas.’?

Excerpt 2: A management challenge facing the Postal Service is to
control costs, especially given the significant infrastructure invest-
ment required to meet its universal service obligation. Delivery now
extends to more than 144 million delivery points with about 290,000
city and rural letter carriers, and more than 6,000 highway route
contractors with box delivery. Based on these facts and our work in
related areas, we believe cost control continues to be a significant
challenge for the Postal Service. The greatest opportunities to re-
duce costs are in the areas of optimizing the network to control de-
livery costs, increasing efficiencies of technology investments, and

maximizing the cost effectiveness of contracts [emphasis added].3*

Excerpt 3: In response to BOG questions about the Automation Cat-
egory Management Center’s (CMC) practice of awarding contracts
to a limited number of suppliers, often noncompetitively [emphasis
added], we reviewed the commodity sourcing activities within the
Automation CMC. In general, the Postal Service effectively identified
and maintained a mail automation supplier base consistent with its

policies and business objectives.3
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These excerpts highlight OIG focus and tacit support for the USPS Board of Gover-
nors’ desire to maximize the contracting of postal operations, including minimiz-
ing findings with non-competitive contracts. It also illustrates the OIG’s alignment
with postal management in support of practices and methods utilized to moni-
tor and control its operations and employees. These emphases in the tenure of I1G
Mr. Williams are in stark contrast to IG Ms. Corcoran (1997-2003).

In contrast to Ms. Corcoran’s tenure as the IG, where there was a high emphasis on
addressing a problematic postal culture and aggressive oversight of the USPIS and
postal executives, in Mr. Williams' tenure there has been very little attention provided
to the betterment of the postal culture, high tacit support of contracting of postal
operations and other contracts, and reduced attention to misconduct, fraud, and
waste by high-ranking postal executives or postal officers. The ensuing examination
will clearly reveal that under Mr. Williams’ tenure the OIG has contributed to the de-
terioration of the postal culture and has been delinquent in its oversight responsi-
bilities as envisioned by statutory law.

1. OIG Mission Statement

The mission statement of the OIG is consonant with the USPS’s bottom line and
reveals their foremost intentions. For example, their mission statement is as
follows:

The USPS OIG achieves its mission of helping maintain confidence
in the postal system and improving the USPS’s bottom line [empha-
sis added] through independent audits and investigations. Audits
of postal programs and operations help to determine whether the
programs and operations are efficient and cost effective. Investiga-
tions help prevent and detect fraud, waste, and misconduct and

have a deterrent effect on postal crimes.3?®

Interestingly, the mission statement on each of the OIG’s semiannual reports to
Congress differs from the one noted above, simply stating: “The mission of the U.S.
Postal Service Office of Inspector General is to conduct and supervise objective and
independent audits, reviews, and investigations relating to Postal Service programs
and operations to:
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e Prevent and detect fraud, theft, and misconduct.
e Promote economy, efficiency, and effectiveness.
e Promote program integrity.[emphasis added]

e Keep the Governors, Congress, and Postal Service management informed of
problems, deficiencies, and corresponding corrective actions.”

The main difference between the two mission statements is the absence of the ref-
erence to promote program integrity in the subject semiannual reports and the
addition of improving the Postal Service’'s bottom line on the website. Some may
consider this distinction splitting hairs. However, after reading the subsequent ex-
amination, it is likely many will have a different perspective.

If, for example, the concept of promoting program integrity is viewed in the context
of conducting audits for the purpose of assessing both the negative impacts and
the positive impacts of methods and practices employed by postal management,
then the issue of integrity is relevant. However, if the audits are conducted primarily
to help the USPS with its bottom line, program integrity is at risk of being compro-
mised. In other words, the negative impacts of methods and practices, ostensibly
used by postal management to improve productivity, revenue generation decrease
hours, and other sought-after organizational outcomes may be overlooked. With the
change of “leadership” in the OIG in 2003, their audit emphasis reflects overlooking
or ignoring the negative impacts of methods and practices employed by the USPS
on the employees in the organization.

2. OIG Audits of Postal Work Methods and Practices

From July 26, 2003 to October 16, 2006, numerous OIG audits were conducted to
evaluate the methods and practices used by postal management to control mail de-
livery, mail processing, and retail operations.*® Initially, there were four audits con-
ducted on mail processing operations, and later ten on delivery operations, five of
which were conducted from August 8, 2005 through March 28, 2006. In September
2006, there were nine OIG audits conducted, assessing mail delivery, mail process-
ing, and retail operations, within the nine postal areas of the Postal Service.

The five OIG audits of mail delivery operations from August 8, 2005 through March 28,
2006%**° were conducted under an agreement titled “Value Proposition Agreement”
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between the OIG and the Postal Service Vice President of Delivery and Retail. The
purported objective of these audits was to assess the management of city carrier
delivery operations. The common themes or findings of these audits, as they related
to the management of city carrier operations by facility supervisors and managers,
were as follows:

1. They did not always timely view the delivery operations information system
(DOIS) reports to manage daily operations.

2. They did not adequately match work hours with workload when approving
Postal Service Form 3996, Carrier—Auxiliary Control.

3. They did not effectively use the manage service points (MSP) base informa-
tion to monitor carrier performance.

4. They did not always properly document letter carriers’ unauthorized over-
time occurrences and take appropriate corrective action.

What is interesting and revealing about these reports is that the OIG submitted them
without indicating any concern about the reliability and validity of DOIS. The audit
reports also did not take in account the enormous pressure and workload require-
ments on field management or how the use of the DOIS measure has negatively
impacted the postal culture.

As mentioned previously, in September 2006, there were nine OIG audits conducted
on mail delivery, mail processing, and retail operations within the nine postal areas
of the Postal Service. These audits, like those previously discussed, were conducted
under the agreement titled “Value Proposition Agreement,” an agreement between
the OIG and the Postal Service Vice President of Delivery and Retail. The nine subject
audits assessed compliance with a myriad of standard operating procedures (SOP)
required for field management, including SOPs for the management of rural carriers,
city letter carriers, and retail clerks.

Some of the Postal Service’s SOPs, as a plan to manage employees, are not necessar-
ily problematic. What is problematic is how they are implemented and how they are
monitored. For example, they are implemented with little or no regard for the already
overburdened and understaffed supervisory personnel. They are implemented and
monitored with little or no regard to how many hours supervisors or managers are
required to work and without additional compensation, which is in violation of the
Fair Labor Standard Act (FLSA).
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Postal headquarters then cascades the SOP to the area offices, which add more re-
ports and tracking tools to ensure compliance from the districts. The districts in turn
add more reports and tracking tools to ensure compliance from large and medium-
sized postal facilities throughout the district. Now, here comes the OIG to seek more
compliance. This spiraling of reports, audits, reviews, telecoms, have had an extreme,
deleterious effect on postal culture, especially for field postal management and the
city letter carriers.

The OIG, in its consolidation report of the nine audits conducted in September
2006,*' recommended more monitoring to ensure compliance with SOPs. Specifi-
cally, they recommended: 1) Area Vice-Presidents direct area managers of delivery
program support to develop plans to address delivery SOPs, 2) Area Vice-Presidents
direct district managers to follow SOPs and adhere to policies for matching work
hours to workload, and 3) Area Vice-Presidents direct district managers at all units
with ten or more rural routes for certification or self-review, and 4) Area Vice-
Presidents to direct district managers to require unit managers to staff retail window
operations using retail mart window operations surveys.

In the above-referenced OIG consolidation report, dated February 22, 2007, there
is no mention of an understaffed or overworked supervisory staff or the additional
burdens on supervisors, managers, and postmasters arising from nationally cascaded
SOPs or the numerous violations of the FLSA. There is no mention of the serious
flaws associated with the reliability and validity of DOIS. Also, there is no mention of
how these top-down controls are negatively affecting the postal culture.

Clearly, what we see here is just another third arm of postal management turning a
blind eye to issues and concerns that arguably are part of their official responsibili-
ties. What we see is a radical departure from the focal points of the first OIG era, focal
points that included the addressing of violence prevention, improving the postal
culture, eliminating waste and fraud by high-ranking postal officials, and the waste-
ful and unnecessary contracting of core postal operations.

3. OIG Privacy Violations and Surveillance of Employees

As indicated previously, historically there have been numerous concerns regarding
privacy violations of postal employees by postal law enforcement officials. On Janu-
ary 17,2008, the APWU and NALC filed a joint lawsuit against the USPS and the OIG
for violating postal employees’ medical privacy.**? The claim from the postal unions
was that the OIG illegally obtained information from employees’” medical provid-
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ers, without their authorization. The claim stated that the OIG prepared and sent
form letters to medical providers. These form letters purportedly advised the medi-
cal providers that the HIPAA privacy rule normally applies when releasing protected
medical information, but “the OIG requests that you refrain from this notification.”
In a similar form letter to medical providers in a request for medical records of
employees, the OIG letter purportedly stated that “compliance with this request is
mandatory.”3*

According to NALC officials, OIG agents illegally obtained protected information
from medical providers regarding employees’ on-the-job injuries and medical con-
ditions related to FMLA or, in some cases, just questioning an employee’s claims of
being sick or not. The complaint as filed in District Court stated:

In particular, Defendants (USPS and OlG—emphasis added) have
adopted a policy and practice of interviewing employees’ physi-
cians and other health care providers and reviewing their personal

medical files, with no notice to the employees.?*

This is an egregious example of postal law enforcement acting as a dark, third arm
for postal management and matching their zeal to accomplish objectives without
concern for legal due process, basic fairness, or decency. Mr. William Burrus, APWU
President, rightfully and passionately stated, “ am outraged that OIG would use the
tactics of a police state to investigate workers’ compensation or sick-leave cases. The
OIG has no legitimate business investigating routine personnel matters. The use of
these methods demands the strongest possible response.”33¢

Surveillance of letter carriers by the OIG ostensibly took on a new low in 2006 to
2007. For example, in the NALC Postal Record, dated April 2007, Mr. Young noted:

A wave of mass suspensions based on unsupported charges of mis-
handling mail, inappropriate interrogation techniques involving
on-the-street interviews in OIG vans, and violations of the union’s
rights under Article 16 of the National Agreement have alarmed and

angered NALC members and local officers across the country.?¥”
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Mr. William Young, NALC President, further outlined his concerns to the Postmaster
General and Inspector General in a letter dated February 27, 2007. In this letter, he
requested that these unwarranted abuses stop and stated:

The OIG is supposed to save money not waste it. Surely, the OIG
has better things to do with its $200 million budget than to ha-
rass letter carriers who are trying to do their jobs. Given the
current controversy over the treatment of USPS funds allocated for
the OIG's budget in the Senate appropriation process, perhaps this

is a question for Congress.>*®

As an update to its members, an article in the December 2007 Postal Record, titled
“Good Cop/Bad Cop—right here in the USPS,” Mr. Young discussed some of the spe-
cific, alleged abuses of letter carriers by OIG agents.*** He noted that OIG agents
who investigated the alleged mishandling of mail by letter carriers in three cities
led to more than one hundred removals. He also noted that, as a result of arbitration
decisions and grievance settlements, virtually all letter carriers who were removed
from their positions were allowed to return to duty, with full back pay, including lost
overtime.

Mr. Young estimated the cost to the rate payers for these wrongful suspensions and
removals exceeded well over one million dollars, plus several hundred thousands
dollars for replacement workers. In one arbitrated removal case, a letter carrier with
thirty-five years service was awarded not only full back pay, but also was awarded an
additional half pay for each day he was in a non-pay status—a highly unusual award.
In the decision, the arbitrator stated:

The Postal Service’s case against the Grievant was so lacking in sub-
stance that it bordered on an unconscionable act to place him on
emergency suspension and then remove him ... The Grievant testi-
fied that he has endured what can be described by the Arbitrator
as a living nightmare. The Grievant lost his home, has alienated his
family due to the mental strain he has endured, had the phone cut
off, and has otherwise been dehumanized by the stripping of his

career3%
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In the article “Good Cop/Bad Cop—right here in the USPS” Mr. Young also “blasted”
the OIG agents for illegally acting as a “health oversight agency” in obtaining pro-
tected medical records on employees, and “blasted” Mr. Williams’ testimony in a
2007 congressional hearing, where he accused him of supporting a slow de facto
privatization of letter carrier positions.?*'

This article presumably raised the ire of Mr. Williams. He wrote a memo to all OIG staff,
dated January 16, 2008, “Subject: Response to National Association of Letter Carriers
recent President’s Message Referencing OIG,” which was subsequently posted on
the OIG website. In this memo, Mr. Williams attempted to address the issues and
concerns expressed by Mr. Young.**? In reading his response, | found no meaning-
ful or cogent argument to support the egregious actions of OIG agents under his
direction. | view the response as a very poor public relations attempt and arrogance
reflective of eight years of rule by George W. Bush and his administration.

4. OIG Disregard for National Collective Bargaining Agreements and the Na-
tional Labor Relations Act

Since the advent of the Postal Reorganization Act of 1970, postal unions have had
bargaining rights on wages and benefits, including the percentage of employees’
contribution to national health plans administered through the Office of Personnel
Management and negotiated with the USPS in collective bargaining agreements. In
spite of the relevance of collective bargaining agreements between the USPS and
postal unions, the OIG conducted a “voluntary” audit where it demonstrated that
the USPS would save 1.073 billion dollars annually, provided that the USPS contribu-
tion to employees’ health plans was equal to other federal agencies.

William Burris, APWU President, delivered a “stinging rebuke” to the study, pointing
out that it lacked relevance and completely ignored bargaining rights of the postal
unions. Mr. Burris in a letter to IG Williams, with copies to the other postal unions and
National Vice-President of Human Resources, dated November 16, 2007, stated:

| am troubled that the Office of Inspector General has elected to
insert itself into the collective bargaining arena without portfolio.
Because the law does not confer such responsibility to the OIG, the
audit report serves no constructive purpose ... Rather than produc-

ing an irrelevant comparison of postal benefits to those in other
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federal agencies, your office would better serve the public interest
by exposing this collusion between major mailers and postal man-
agement, which circumvents the legal requirement of universal

rates.>*

Another recent concern of the APWU not only deals with the issue of the collec-
tive bargaining rights of the union, but also deals with the National Labor Relations
Act and constitutional and statutory considerations. The APWU contends that OIG
agents have displayed a disregard for employees’ rights while they investigated
them either as a suspect or a witness. For example, the APWU contended that
the OIG denied employees a right to have a union steward present during an in-
vestigation and the use of intimidating and coercive tactics in attempts to obtain
statements.

Initially, these contentions were placed in the November/December 2005 issue of
The American Postal Worker Magazine in an article entitled “What’s Behind Changes
in Internal Investigations.” The article engendered a written response from IG
Williams to Greg Bell, AWPU director of industrial relations, dated January 11,
2006.3%

In his response to Mr. Bell, IG Williams stated that the OIG was voluntarily complying
with relevant bargaining right provisions.>* In the letter, IG Williams did not deny
or affirm any intimidating or coercive tactics used by OIG agents, but did defend
the use of the new “advise of rights” form used by OIG in their investigations of sus-
pected employee misconduct. In response to IG Williams’ letter, on March 27, 2006,
Mr. Bell stated:

The Postal Service and its ‘law enforcement agents’ (Postal Inspec-
tion Service or OIG) obligation to adhere to the APWU collective
bargaining agreement is mandatory, not optional or voluntary [em-
phasis added].>*

Mr. Bell also noted in his letter that union stewards can appropriately advise the
employees that they are not legally required to sign the new forms used by the OIG
in their investigations and that they have the right to remain silent until they have
legal counsel. It is important to note at this juncture that the Inspector General Act
of 1978, as amended, sets unequivocal and clear boundaries regarding limits of OIG
authority in the Postal Service. For example, it is stated:
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Nothing in this Act shall restrict, eliminate, or otherwise adversely
affect any of the rights, privileges, or benefits of either employees
of the United States Postal Service, or labor organizations represent-
ing employees of the United States Postal Service, under chapter
12 of title 39, United States Code, the National Labor Relations Act,
any handbook or manual affecting employee labor relations with
the United States Postal Service, or any collective bargaining agree-

ment.3¥

Mr. Young , as previously mentioned in the article titled “Good Cop/Bad Cop—
right here in the USPS,” also expressed concerns with the inappropriate use of
interrogation techniques by OlGagentsin theirinvestigations of employees and their
disregard for union rights afforded to them under the national collective bargaining
agreement.

Summary and Concluding Remarks

Summary

Postal law enforcement has had a long, reputable history of dealing effectively
with issues of mail fraud, embezzlement of postal funds, and mail theft. As a third
appendage of postal management, however, it has not served postal employees
well and has not effectively or willingly investigated misconduct by high-ranking
postal officials. In its recent history, the OIG has ostensibly aligned itself completely
to postal management’s intent to privatize core postal operations. An exception to
this history is the period from 1997 to 2003, when Karla Corcoran was the Inspector
General.

In examining its recent history, the OIG has shown little respect for employee and
union rights. It has shown little or no respect for employees’ rights to medical pri-
vacy, the right to remain silent, and the right to have a union representative present
to advise them during an investigation. In trampling on these rights, the OIG has vio-
lated the National Labor Relations Act, the 2006 Postal Accountability and Enhance-
ment Act, the national collective bargaining agreements, as well as other statutory
laws and rights afforded under the United States Constitution.
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As a result of the examination of recent OIG history (i.e., 2003 to the present day), it
becomes unmistakably clear that its mission statement, focal points, and emphases
are aligned with the bottom line of the USPS. This means that the OIG not only audits
the methods and practices of the Postal Service as it relates to its core operations, it
also assists the Board of Governors and high-ranking postal officials in the oversight
of these methods and practices. It is clear that the OIG under the “leadership” of
Mr. Williams has provided tacit approval and support for privatization efforts of the
postal Board of Governors.

Concluding Remarks

As | previously indicated in this book, one of the reasons why Congress may have
amended the Inspector General Office Act of 1978 was concern that the Postal In-
spection Service was too aligned with the image and “bottom line” of the Postal
Service. However, it took “whistle blowers,” a congressional inquiry, and a network
investigation to bring to light the alleged impropriety of the USPS Chief Postal In-
spector. It makes me wonder if the OIG was on top of this, and, if not, why.

Some may ask the question: Why has the OIG become so aligned with the USPS’s
bottom line and the USPS'’s push to weaken the notion of universal service, thereby
opening the door for major contracting of core postal operations? The answer is
in great part political. All federal agencies and the USPS have experienced unprec-
edented pressure from the Bush administration to contract as many core functions
as possible.

Under the helm of the BOG, this unprecedented pressure translates into attempts to
open the door for major mailers to become contractors for transportation, mainte-
nance, mail processing, and delivery positions. Recall that the mailing apparatus in
the United States is a 900 billion dollar industry. If the universal service requirement
can be relaxed by congressional legislation, or the USPS is allowed to contract postal
core services, this means huge profits for many of these contractors involved in the
mailing industry. It also would mean the “Wal-Martinizing” of future employees who
will transport, process, and deliver public and private mailings.

When looking at the political climate that existed under the Bush administration, it
becomes clear why the agenda and tactics of the postal OIG were reflective of hav-
ing no respect for the rights of employees, unions, national bargaining agreements,
National Relations Act, or statutory and constitutional law. Not only has the Bush
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administration pushed hard on the issue of contracting, it has also uniformly used its
influence through the courts and other federal departments to weaken and lessen
the influence of all unions, including postal unions. Additionally, this administration
has set up a government-wide policy through the Attorney General Office, where
high-ranking law enforcement agents of the government were required to rigidly
limit public access to information and authorized unprecedented authority to ob-
tain private information on its citizens, including federal and civilian employees.

The results of the focus, mission, and tactics of the OIG has had a far-reaching, nega-
tive impact on the postal culture. Although it may have been initially envisioned by
Congress as a major contributor to the oversight and improvement of postal culture
and violence prevention efforts when it amended the Attorney General Actin 1996,
instead it has significantly worsened the USPS’s organizational culture.

What employee would trust to call or write the OIG to address an abusive manage-
ment official? It's now back on Congress’ doorstep, and it is unlikely that any of the
major concerns noted herein will be fully addressed until the advent of the 2009
Congress. In the meantime, the OIG will remain as the unabated third appendage of
the BOG and the postal culture will continue to worsen. The specter of more toxic
work environments at postal facilities throughout the USPS and an increased poten-
tial for workplace violence are the end result.
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