
Mail Counts and Route 
Inspections Under 

Chapter 2 of the M-39





Overview
• Principals of Route Inspections
• Requirements Prior to the Week of Count and Inspection
• The Week of Count and Inspection
• Requirements After the Week of Count and Inspection
• Carrier Input in Consultations
• Route Adjustments (DOIS and COR)
• Forms Used in Count and Inspection
• Carrier Optimal Routing (COR)



Principals of Route Inspections

• Routes Must be Adjusted to as Near Eight Hours as Possible
• Only the Regular Carrier’s Time is Used 
• Vacant Routes 
• Route Inspector Qualifications 
• 52 Day Time Limit for Adjustments 



Principals of Route Inspections

• Multiple Days of Inspection, PS-Form 1838-C and 
PS Forms 3999 

• Exclude Saturday on Routes with Abbreviated or 
No Saturday Delivery 

• Discipline for Not Making Standards                                               
• Cancelling Inspection 



Routes Must be Adjusted to as Near 
Eight Hours as Possible

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

• “The count of mail is used to gather and evaluate data to adjust 
routes fairly and equitably to insure that the workload for each route 
will be as near as possible to an 8-hour workday for the carrier.”

Handbook M-39, Section 242.122, Handbook M-41, Section 911.2



Vacant Routes

• Standard office time and 1840-B street time is used if a regular 
carrier is assigned but not present during the week of count.

• Vacant routes with no carrier assigned must have a qualified 
replacement carrier.

Handbook M-39, Section 241.3, 2018 NALC Guide to Route Inspections, Page 3



Route Inspector Qualifications

• Any member of management team may be used.

• Must be familiar with inspection procedures.

• Local supervisors and station managers should perform normal 
duties when their assigned unit is being inspected.

Handbook M-39, Section 216



Cancelling Adjustments

“When the continuation of any inspection would serve no useful 
purpose, the inspection may be cancelled at management’s 
discretion. A cancellation may apply to an entire delivery unit or to 
one or more routes of a group of routes being inspected.”

“Any cancellation made must be discussed with the carrier 
concerned, giving the reasons. When the cancellation is for the 
entire unit, the discussion must be with the unit steward.”

Handbook M-39, Section 233



Before the Week of Count and 
Inspection

Management is required to take several initial steps before it conducts 
a route examination, these include: 

• Management must complete an annual route and unit review.
• Management must provide certain notices in advance.
• Management must conduct a dry run with the letter carrier on the 

completion of PS Form 1838-C. 



Unit and Route Reviews

• Before a route examination begins, management must have 
completed an annual route and unit review. 

• Results of the review must be shared with the union and letter carriers 
prior to proceeding with a mail count and inspection. 

• The review itself consists of identifying problems and correcting 
unsatisfactory conditions such as inadequate case labels, carrier case 
equipment, and the amount of mis-sent or mis-thrown mail distributed 
to the route. 

Handbook M-39, Section 211.1



Schedule the Count and Inspection 
Period in Advance 

“The period selected for the mail count and route inspections should 
be determined as far in advance as possible, and the local union 
should be notified of this schedule. If it is necessary to change the 
period, the local union should be notified of the revised schedule as far 
in advance as practicable.”

Handbook M-39, Section 211.2



Specific Notice Requirements
Posting Schedules 

• Five working days before the start of the count, management must
post a notice giving the schedule of the count week and the day
and date of inspection.

• You must be given one day advance notice if management
changes the day of inspection to a different date.

• Not later than the Wednesday preceding the count week, carrier
schedules shall be posted for those routes requiring an earlier
start time to count the mail.

Handbook M-39, Sections 215.1 and 215.2, Handbook M-41, Sections 913 and 921.23



Dry-Run Count

• Must be conducted within 21 days 
prior to the start of the count and 
route inspection.

• Management must teach carriers 
how to complete PS Form 1838-C.   

Handbook M-39, Section 217



Drawing Lots for 7-Week Random Time-
Card Analysis

PS Form 1840-B

• Commonly referred to as 1840-B street time.
• Consists of 7 randomly selected weeks prior to the count and the 

week following the count.
• Within the 4 weeks prior to the start of the count the union 

representative will make a random drawing of lots numbered 1 to 4 
to determine weeks.

Handbook M-39, Section 242.323 



PS Form 1840-B



During the Week of Count and 
Inspection 

• Management conducts the mail count and route inspection over 
6 consecutive delivery days on one-trip routes, or for 5 
consecutive days excluding Saturday on two-trip routes or one-
trip routes with abbreviated or no Saturday delivery.

Handbook M-39, Section 221.11



During the Week of Count and 
Inspection  

• Annual Leave During Count Week 
• Overtime During Count Week 
• Auxiliary Assistance During Count Week
• Multiple Days of Inspection 
• Saturday Exclusion from the Count for Routes With Abbreviated or 

no Delivery on Saturday.
• No Changes to Clerk Operations During the Week of Count 
• Discipline for Not Making Standards



During the Week of Count and 
Inspection 

• Office Time:
• Office Time Work Allowances
• Completing the PS Form1838-C
• PS Form 1838-C Line Items

• Street Time:
• Carriers Perform Duties the Same as They do Throughout the 

Year
• All Mail Distributed to the Route Should be Delivered
• Conduct of Examiners
• Comfort Stops
• PS-Form 3999

• Daily Totals: PS Form 1838



Annual Leave During Count Week

“All advance commitments for granting annual leave must be 
honored except in serious emergency situations.” 

“Absences, for other than emergencies, will not be granted during 
the week of count and inspection. If it can be anticipated that there 
will be a count and inspection of the carrier routes at an installation, 
to the extent possible, planning for that inspection should normally 
be completed before annual leave bidding begins.”

Handbook M-39, Section 211.4, M-01105



Overtime During Count Week

• Article 8 overtime provisions and associated Memorandums 
of Understanding remain in full effect during the week of 
count.

• Exceptions for Non-ODL Carriers:
• Day of Inspection (DOI) when accompanied by route 

examiner.
• On other days during the week of inspection for the 

amount of time to count mail.

Handbook M-39, Section 221.137, M-01106



Auxiliary Assistance During Count 
Week

• Auxiliary assistance should not be granted during count 
week except in very limited circumstances.

“When auxiliary street assistance is given, add to the regular 
carrier’s street time the actual time that it took him or her to 
deliver that same portion of the route on the day of 
inspection. Do not use the replacement’s street time. Obtain 
actual time from Form 3999.”

Handbook M-39, Sections 221.138, 241.35



Multiple Days of Inspection

• Management may schedule a route inspection on no more 
than three days during the week of route count and inspection.

• Management completes the PS Form 1838-C on only one 
day.  Carrier can still verify the count.

• When local management elects to inspect on two or three 
days, the PS Form 3999 closest to the selected time on the 
PS Form 1840 Reverse will be used to transfer territory.

MOU Re: Multiple Days of Inspection, JCAM page 41-60, M-01777



Saturday Excluded on Routes With 
Abbreviated or No Delivery

• Saturday is excluded from the count on routes that have 
abbreviated or no Saturday delivery.

• There is no requirement to exclude Monday when Saturday is 
excluded.

• It is not mandatory that counts begin on Saturday.

Handbook M-39, Section 221.11



No Changes to Clerk Operations

“There should be no changes in normal distribution procedures or 
clerical schedules during the period of mail counts. The normal cutoff 
time for distribution should be observed.”

Handbook M-39, Section 221.132



Discipline for Not Making Standards

“No carrier shall be disciplined for failure to meet standards, 
except in cases of unsatisfactory effort which must be based on 
documented, unacceptable conduct that led to the carrier’s failure 
to meet office standards.”

Handbook M-39, Section 242.332



Office Time Work Allowances

• 18 and 8 casing standards.
• 70 pieces per minute pull down.
• Lines 8-13 time credits for specific 

functions (mark-ups).
• Lines 14-21 minimum time 

allowances.
• Lines 22-23 time deducted.

Handbook M-39, Section 222 



PS Form 1838-C
Carriers Count Mail – Letter Carrier 

Routes Worksheet

“The carrier should count and record the mail 
every day except on the day of inspection 
when the mail must be counted and recorded 
by a manager. On one or more days during 
the count week, each route will be inspected 
by a manager. When management performs 
the mail count the carrier serving the route, 
upon request, may verify the mail count.”

Handbook M-39, Section 221.31



PS Form 1838-C Lines 1-13

Mail Volumes Recorded in AM/PM
• Letters
• Flats/SPRs
• Accountable Mail
• Parcels
• Sequenced Mail (Boxholders)
• 2nd Class Mail Markups
• Change of Addresses
• Insured Receipts
• DPS Volume



PS Form 1838-C Lines 14-23
• Line 14 - Accountable Mail: 6 Minute Minimum
• Line 15 - Withdrawal of Mail:  5 Minute Minimum
• Line 16 - Sequencing and Collating Mail:  Actual Time
• Line 17 - Strapping Out Time:  Actual Time, Seldom Used
• Line 18 - 10 Minute Office Break:  Local Option
• Line 19 - Vehicle Inspection:  3 Minute Minimum
• Line 20 - Personal Time:  5 Minute Fixed (Not on the form)
• Line 21 - Recurring Office Work Not Covered by Other Line Items:  

9 Minute Minimum
• Line 22 - Non-recurring Office Work:  Time Deducted
• Line 23 - Counting Mail and Filling out PS-Form 1838-C:  Time 

Deducted Handbook M-39, Section 222



Recording Line Items and Clock Rings
Actual Time Entries Recorded

• Record beginning and end time (each event).
• Lines 21 and 22 require comments.
• Multiple entries of lines 21 and 22                        

(21a, 21b, etc.). 
• All recorded times rounded up to nearest 

minute. 
• Clock rings recorded in hundredths.

Handbook M-39, Section 222



Perform Duties the Same During the 
Week of Count

“In order that a fair and reasonable evaluation may be made by 
management, carriers must perform their duties and travel their 
routes in precisely the same manner on inspection day as they do 
throughout the year.”

Handbook M-41, Section 915



Deliver All the Mail

• There should be no accumulation of mail on the day before 
the count starts.

• No mail should be curtailed on the last day of the count.
• All classes of mail available to the carrier must be routed and 

delivered. 
• No casing of mail the day prior to the count.

Handbooks M-39, Section 221.134 and M-41, Section 921.11



Conduct of Examiners
• Route examiners must not:

• Supervise the carrier.  They are there to observe.
• Attempt to set the pace for the carrier. There are no street 

standards.
• Suggest or forbid any rest or comfort stops.
• Discuss on the day of inspection, mail volumes or potential 

evaluation of the route.
• Route examiners must:

• Make notations and comments on the Day of Inspection (DOI) of 
items that need attention or improvement. (Including comments by 
the carrier). Comments and suggestions should be clear and 
detailed for later discussion with the carrier and to make 
adjustment decisions.

Handbook M-39, Section 232.1, M-00304, M-01769



Comfort Stops

“Reasonable comfort stops will not be deducted from the carriers 
actual time.”

• Management may try to deduct time for reasonable comfort stops.
• Any deduction should be discussed with the carrier.
• “Reasonable” has no exact definition.
• Controlled by nature, geography, weather or personal 

circumstances.

Handbook M-39, Section 242.341, M-00242



PS Form 3999,
Inspection of Letter Carrier Route

• Purpose:

• Record observations.

• Transfer territory.



PS Form 3999 (Front) 

The front portion contains: 

• Basic information for type of route and carrier 
inspected.

• Total elapsed time for major events (Leave Office, 
Lunch, Return to Office).

• Vehicle mileage. 
• Totals reflected are after deductions.
• Examiners answers to 26 questions (Only used for 

recommendations).
• “Yes” and “No” answers are not used for deductions 

or disciplinary action. 

Handbook M-39, Sections 234.12 and 234.13



PS Form 3999 (Reverse) 
The reverse portion contains allied time functions and delivery time: 

• All blocks delivered on the route.
• Possible deliveries (Residential and Business). 
• Deliveries made (Residential and Business).
• Time entries for each event (hh.mm.ss).
• Travel patterns.
• Line of travel to and from office.
• Delivery methods (Park, Loop, Vehicle, 

Dismount).
Handbook M-39, Section 234.14



Editing The PS Form 3999
• Unedited PS Form 3999 is uploaded to Delivery Operations 

Information System (DOIS).

• Sources are:
• Data Collection Device (DCD).
• Mobile Delivery Device – Technical Refresh (MDD-TR) (Scanner).
• Direct manual input into DOIS (AKA “manual 3999”).

• Editing the PS Form 3999 in DOIS leaves an audit trail.



3999 Audit Trail Report  

• Data Capture Date is the day of the 
3999.

• “1” is the initial entry on 3999.
• “2” is a change in time From “1”.
• “3” is a change to “2” and so on.
• A number “1” without a “2” is a 

deletion of the original entry.  

See The 2018 NALC Guide to Route Inspections, page 157



3999 Data Capture Summary Screen  

• Screenshot only.
• Shows summary of major events.
• Shows Total Possible Deliveries 

and Total Deliveries Made.
• Data Capture Date.
• Identifies full or partial 3999.

See The 2018 NALC Guide to Route Inspections, page 160



3999 Function Analysis Screen  

• Data Capture Date is the day of the 
3999.

• Displays total allied times.
• Includes all non-recurring time.
• Miscellaneous Other is added back to 

the total (Replenish).

See The 2018 NALC Guide to Route Inspections, page 162



PS Form 1838
Carriers Count of Mail –Letter Carrier 

routes (Mngt. Summary)

• Daily record of data collected during count.
• Volumes and mark-ups.
• Office and street times.
• Line-item totals.
• Puts the 1838-C and street data together.
• 1838 data is transferred to PS Form 1840. 



After the Week of Count and Inspection

• 8th Week and the PS Form 1840-B
• PS Form 1840
• Office Time Selections 
• Street Time Selections  
• Carrier Consultations



8th Week PS Form 1840-B 
• Week following the count week is included in 1840-B time.
• Review PS Forms 3996.
• Review auxiliary assistance for 8 weeks.



PS Form 1840 Carrier Delivery Route –
Summary of Count and Inspection

• Average daily office time.
• Average daily street time.
• 1840-B time.
• Average total time.
• Volume averages.
• Line-item averages.
• Percentage deliveries made.



PS Form 1840
Office Selections

Exception to office standards:

“An exception may be made for carriers who have served 
continuously for 25 years or more or are over 55 years of age. 
Before making an exception, determine that the carrier cannot meet 
the standard office time and that his or her conduct and 
performance are otherwise satisfactory. The office time allowed for 
an exempted carrier must be reasonable and be determined by 
management.”

Handbook M-39, Section 242.214



PS Form 1840
Office Selections

Volume adjustments:

“No mail volume adjustments will be made to carrier office work 
(casing and strapping out functions) or street work evaluations 
unless the mail volume for the week of count and inspection is at 
least 13% higher or lower than the average mail volume for the 
period between the most recent regular and the current inspection 
(excluding the months of June, July, August, and December).”

Handbook M-39, Section 242.312



PS Form 1840
Office Selections

Total office time credit:

“Under normal conditions, the office time allowance for each letter 
route shall be fixed at the lesser of the carrier’s average time used 
to perform office work during the count period, or the average 
standard allowable office time.”

Handbook M-39, Section 242.311



PS Form 1840
Street Selections

Two street time selection choices:
• Average of 8-week 1840-B street time.
• Average street time for week of count.

Documentation required:
“The manager will note by explanatory comment on the reverse of 
Form 1840 or attachments thereto why the base street time 
allowance for the route was established at the time selected. The 
manager’s selection of the street time allowance cannot be based 
on the sole criterion that the particular time selected was the lower.” 

Handbook M-39, Sections 242.321 and 242.322



PS Form 1840
Street Selections

• Improper deductions of street time:
• Management may not make deductions for failure to finger 

mail or take shortcuts.
• Local management (not the examiner), provides instruction.  
• An effort to reinspect the route prior to adjustment should be 

made.

• Deductions due to operational change claims:
• Any changes to the carrier’s base street time must be 

documented.
• Any proposed changes must be discussed with the carrier.

Handbook M-39, Sections 242.344 and 242.345



Carrier Consultations
Two Consultations with Carrier

• Evaluation Consultation:
• PS Forms 1838 and 1840 provided to the carrier.
• Time disallowances on the PS Form 1840.
• Days excluded from the PS Form 1840-B.

• Adjustment Consultations:
• Consideration of relief or addition to the route.
• Carrier’s comments must be documented and considered.



Evaluation Consultation

• PS Forms 1838 provided to carrier 5 days prior to consult.                         
(M-39, 241.4)

• PS Form 1840 provided to carrier 1 day prior to consult.               
(M-39, 241.4)

• All time disallowances on PS Form 1840 provided 1 day in advance.  
(M-39, 242.347)

• Days excluded from the 1840-B (8-week analysis).
(M-39, 242.346)

• Documented reasons provided to carrier within 7 days.
• Exclusion is not allowed if documentation is not provided with 7 

days.



Route Adjustment Consultation

• Discussion with carrier on proposed addition or relief.
• Carrier comments recorded on the PS Form 1840 Reverse.
• No carrier signature required.
• Carrier comments cannot be ignored.

See 2018 Route Inspection guide, page 62 

Handbook M-39, Section 243.11 



Route Adjustments
(DOIS and COR)

• Route adjustments are made using one of two systems:
• Delivery Operations Information System (DOIS)
• Carrier Optimal Routing (COR)

• DOIS uses a more simplified method of transfer of delivery segments 
and re-sequencing of delivery order.

• COR is more complex and uses mapping data along with automatic 
calculations for both office and street time as well as allied functions.

• Differences in DOIS and COR 1840 Reverse:
• DOIS:  Uses whole minutes.
• COR:  Uses minutes and seconds.



DOIS Generated 1840

Relief or addition is shown 
in whole minutes.



COR Generated 1840

Relief or addition is shown 
in minutes and seconds.



Stewards Should Look For

• If the route was inspected more than 3 days, the 3999 closest to 
the selected street time is used in adjustment.

• Compare net street on PS Form 1840 to TACS Employee 
Everything Report.

• Verify auxiliary time is correctly recorded. Review PS Forms 3996.
• Review PS Forms 1838-C, 1838, 1840 for proper office time credit.
• Was proper street time selected (8 week or week of count)?
• Review PS Form 1840-B for exclusion of days.



Stewards Should Look For

• Look for “Waiting Street Time” on the PS Form 1838.
• Review PS Form 3999 for deducted time.  Review examiner 

comments.
• Request original and edited 3999 along with examiners notes.
• Review the “3999 Audit Trail Report” for edits made to original 3999.
• Review DOIS “Function Analysis” and “Data Summary” screens.
• Look for manual or miscellaneous office/street adjustments on 1840 

Reverse.



Territory Transfer

“To determine the territory to be transferred to or from any route, consider that: 
a. Scheme changes should be kept to a minimum and simplified where 
possible. 
b. Routes should be compact, avoiding dog-legs and should not cross ZIP 
Code boundaries except in unusual circumstances. 
c. Routes should begin and end as near as possible to the delivery unit or 
transportation. 
d. Excessive retracing or deadheading should be avoided. 
e. Adjustments should be made so that future growth may be absorbed by 
auxiliary routes. 
f. Variations in territory, mail volume and methods of delivery will affect the final 
adjustment.” 

Handbook, M-39, Section 243.232



Rules For Adjustments
• Routes more than 8 hours:

“Permanent relief may be provided by reducing carrier office or 
street time. Consider items such as additional segmentations, use of 
routers, hand-offs, relocating vehicle parking, withdrawal of mail by 
clerks or mailhandlers, providing a cart system for accountable 
items, etc.”

• Routes less than 8 hours:
“On routes where the evaluated time is less than 8 hours, make 
permanent additions by transferring territory through a realignment 
of the territory in the delivery unit. This realignment could reduce or 
eliminate an existing auxiliary route, reduce a regular route to 
auxiliary status, or eliminate it entirely.”

Handbook M-39, Sections 243.21 and 243.22



Forms Used In Count and Inspections 

• PS Form 1840-B
• PS Form 1838-C
• PS Form 1838
• PS Form 1840
• PS Form 1840 Reverse               

(DOIS or COR)

See 2018 NALC Guide to Route Inspections

• PS Form 3999
• 3999 Data Capture Summary 

Screen
• 3999 Audit Trail Report
• 3999 Function Analysis Screen



Carrier Optimal Routing
COR



Adjusting Territory
The COR MOUs

• M-01766:  A Guide for Using COR:

• Detailed guide for knowing all the functions of 
the COR Program.

• Includes signed agreement on the use of 
COR in routes adjustments. (07/30/2007)

• Travel To, Travel From, and Travel Within must 
be validated, documented and discussed 
with the carrier during consultation.



Adjusting Territory
The COR MOUs

• M-01859:  Time credit for relays on routes adjusted 
using COR: 

• Relays that remain unchanged are credited with 
actual 3999 time.

• New relays will be discussed and reviewed with the 
regular carrier.

• Adjustments to relay time are documented on the 
PS Form 1840 Reverse.



COR Reports

• Existing Route Summary
• Adjusted Route Summary
• Allied Time Report
• Line of Travel Report
• Re-sequenced Delivery Points
• Route Summary Report
• Territory Transfer Summary Report
• Volumes
• PS Form 1840 Reverse (COR)



Existing Route Summary



Adjusted Route Summary



Allied Time Report



Line of Travel Report



Re-Sequenced Delivery Points



Route Summary Report



Territory Transfer Summary Report



Volumes



PS Form 1840 Reverse (COR)



Key Points For Discussion
• Prior to territory movement in COR:

• View the COR map for accuracy.
• Verify correct PS Forms 3999 are used for each route.
• Compare COR Existing Summary Report to times on PS 

Forms 1840.

• During territory adjustment:
• Check for added or reduced relays (Ref:  M-01859)
• Though not mandatory, it is recommended to fully adjust one 

route at a time prior to moving all territory.

• Review all available COR reports. 



Resources

• NALC Route Protection Program, 2012
• The 2018 NALC Guide to Route Inspections
• M-01766,  A Guide for Using COR
• Materials Reference System (MRS) 
• Handbook M-39, Management of Delivery Services
• Handbook M-41, City Delivery Carriers Duties and Responsibilities

All resources are available at nalc.org



Questions?


