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House of Representatives

Dear Mr. Chairman:

Ir response to your request, dated December 18, 1975,
we have reviewed strike prevention and contingency planning
of selected Federal agericies, including the United States
Postal Service,

You were concerned with the occurrence of ctrikes and
related actions in Federal agencies and asked for informa-
tion which would provide the Committee with some insight on
such incidents. Enclosure I contains infecrmation on work
disruptions at the agencies included in our review and high-
ligh'.s of other disruptions in the Federal ser..ce. A
strine is defined as any concerted action by employees to
withdraw o6r limit their services or to interrupt operations.
4 strike way involve various activities, such as employees
as a group deliberately staying away fron work, & slowdown
of production, a sickout, a sitin, walking off the job, and
similar couacerted acticns,

Although lengthy strikes have not been characteristic
of disruptions in the Federal Government, there have been
many incidents whi~h have seriously disrupted public serv-
ices. 1In March 1970 a nationwide stike of postal employess
resulted in limited mail service for many areas and a complete
halt in deliveries in a number of large cities. The strike
lasted a week and involved more than 150,000 postal employees
across the country. In June 1969 and again in March 1970,
air travel service was seriously disrupted because of various
job actions by many of the nation‘~s air traffic controllers.
More recently, a strike involving .Lout 500 Federal employees
in the Panama Canal Zone caused a weeklong slowdown of
canal traffie.

You also requested that we determine whether Federal
agencies have developed plans which would help them to
maintain services in the event of a strike. Enclosure II
lists the agcncies we contacted and discusses the planning
policies and practices of those agencies.
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Although the Civil Service Commission has emphasized the
need for agencies to develop strike prevention and contingency
plans, tnere is no general requirement that agenices do so.
Therefore the policies of each agency are varied. 1In some
agencies we contactad, officialc. said there was no present
need for such planring; in other agencies, céntingency planc
are required.

Our review at selected agencies disclosed that none had
a formal strike prevention plan. However, each agency ap-
oroaches strike prevention in various ways. Basic to pre-
ventive measures is the maintenance of good empioyee~management
relations, primargily through administering of labor manage-
ment relations programs.. Federal labor management relations
are governed by Exscutive Order 11491, as amended, which sets
out the respective rights and obligations of labor organiza-
tions and agency management. Unlike those of othe:r Federal
agencies, labor relations in the Postal Service closely
parallel those of the privice sector. The Postal Reorganiza-
tion Act (1970) established the Postal Service as zn inde-
pzndent agency and also pased its labor management relations
program in statute. Although strikes are prohibited, bind-
ing arbitration is available for unresolved labor dispuces.

Agency officials cited several other personnel prac-
tice's which contributed to strike prevention. These include:

-~-Provision of adequate machinery for adjusiing employee
grievances.,

--Management training in labor relations.

--0Open communication between management, employees, and
and their representatives.

--Use of collective bargaining process for resolving
conflicts,

Many agency officials commented that, because their
employee-management relations were excellent, the likeli-
hood of disruptive activities by employees was minimal. Al-
though we did not assess the employee and labor relations
of these agencies, it is possible that, even in an atmosphere
of excellent labor managem.nt relations, matters--such as pay
increase decisions--which are outside the sphere of agencies'
control could prompt strikes or related incidents by Federal
employees.



]

B-185589

-

STRIKE CONTINGENCY PLANS

The Civil Service Comnmissicn has stated that strike
contingency plans are needed to mset such commitments as:

--Providing uninterrupted service to the pub%%c.
-~Assuring availability of supplies and materi:ls,

- -=-Estalblishifg {17 ultimate limits to which the agency
can go, using its own resources, to assure continual
service and (2) critical needs and their priorities.

--Maintaining (1) security (plant, personnel, and
equipment), (2) effective communication throughout the
organization, and (3) public protection and safety in-
cluding protection of managers, working employees, and
their families. ‘

-=Assuring¢ that (1) the fights of employees who work
during the strike are maintained and (2) appropriate
legal action can be taken.

As previously stated, there is no general requirement
for agencies to develop coatriusency plans. We found that many
agencies had no specifins contingency policies, acc had they
developed guicdance for sukcrdinate activities. Fourteen de~
partments and agencies were contacted to determine their
policies and practices on strike contingency planning. Seven
agencles had written policies and guidance, four agencies
had draft plans or were preparing droft documents, and the
renaining agencies had no written policies or guidance. At
15 field activities of various agencies contacted, 9 had
developed some form of contingency plan in case of work stop-
pajes.

Although the scope and detail of the planning efforts
varied, most ot the contingency plins we reviewed addressed
essential agency operations and the procedures and alter-
native actions available to management in dealing with con-
tingency situations.

Many of the plans contained several features which, we
think. should be considered in strike contingency planning.
These include:

~--Designating specific duties and responsibilities of
management.,
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--rlear)y delineating and emphazizing communication
cacnrels and procedures to be used during a strike,

~--Assessing priority work and alternative methods fo;
doing the work,

--Establishing security arrangemen's for safety of
personnel and facilitles. e

--Establishing procedures for documentlng and reporting
- - -eontingeney situwatdong.— - ———— e T e —
-~Fotining contingency committzes or cunt-ol centers to
be activated in the event of a str.ike.

--Exploring legal steps which car be taken for various
situations. ‘ /
The possibility of strikes 'and related incidents, despite
legal prohibitions and sound labor relatioans, should not be
overlooked., Agency management should Le prepared to deal with
such incidents promptly and uniformly to lessen their effect.
In our opinion, detailed, advance operational planning
probably is not necessary in all agencies, but most should
at least formulate agencywide policies and establish uniform
guidelines and procedures for dealing with work stoppages.

We are recommending that the Civil Service Commission
(1) recuire and periodically monitor (perhaps as part of its
evaluation program) contingency planning in those agencies
which it determines provide essential public services
and (2) develop and provide general policy and proce-
dural guidance tc other Federal agencies for dealing with
strikes and related incidents.

As requested by your office, we are sending a2 copy ot
this report to the Chairman, United States Civil Service
Commission. Also, as directed by your office, we have not
obtained formal agency comments but have discussed our find-
.ngs with agency officials. As you know, section 236 of
the Legislative Reorganization Act of 1970 requires the
head of a Federal agency to submit a written statement on
actions taken on our recommendations to the House and Senate
Committees on Government Operations not later than 60 days
after the date of the report and to the House and Senate
Committees on Appropriations with the agency's first request
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for appropriations made more than 60 days after the date of
the report. We will be in touch with your office soon to
arrange for release of the report so that the requirements
of section 236 can be szt in motion.

s

Conptroller General
of the United States

Enclosures - 2
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SUMMARY OF STRIKES AND RELATED INCIDENTS

AT SELECTED FEDERAL AGENCIES

Fcllowing iIs a brief summary of strikes and relatzA
incidents, after the issuance of Executive Order 11491 ,1970) /¢
at Federal activities included in our review and highlights of
other disruptions in the Federal service. Most of the re-
-ported-information was obtained frem o Septewmber 1975 Civii -
Service Commission study of strikes, work stoppages, demon-
strations, and related incidents in the Federal service.

The incidence of strikes and other work stoppages in
the Federal service has been considerably less than the
experiences in State and local goveruments. For example,
there were less than 20 work stoppages in 'the Federal serv-
ice from 1970 through 1974, as reported in the Commission's
study. During the same period, according to statistics
p-hlished by the Bureau of Labor Statistics, Department of.
Labor, there were 149 work stoppages in State governments and
1,730 in local governments.

UNITED STATES POSTAL SERVICE

1970

Primarily because of congressional refusal to grant
postal salary increases, postal employees, on March 17, staged
a nationwide, weeklong strike., Tne strike, which begen in
the New YorK City area, eventualiy involved over 150,090
postal employees and seriously disrupted mail services in
many parts of the country. Federal troops were called In to
process mail in some areas. A Northeast Postal Region of-
ficial said that daily mail nrocessing by postal supervisors
and Federal troops was unly 8 percent of a normal l-day
processing workload. In the San Francisco area, liestern
Region officials reported that, although supervisors and
other available employees worked l0-hour shifts, business
and residential mail deliveries were not made during the
work stoppage.

No disciplinary action was taken against the striking
employees, but, accordirg to Necrtheast Region officials,
those who participated in the strike were nct paid for the
time they were absent.

1974

From January 21 to 24, about 1,500 postal employees at
the New Yozk Bulk and Foreign Mail Center and the Meadows

1
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facility in New Jersey went on strike, primarily because of
a change in working hours. Mail processing contirued, but
at a below-normal rate. The Newark District Federal Court
ordered the striking employees to return to woirk and in-
structed the Postal Service to allow employees to return
without discipline or reprisal. The striking employees
were not paid for the period of the strike,

1976

On February 10, fifty letter carriers at tle Forest
Hills, New York, Station refused to enter the siation be-
cause of low temperature in the building., The letter car-
riers returned when heat was restored. A total of 25 man-
hours was lost, but no discipinary action was taken against
the employees. Mall service was not digrupted”

PANAMA CANAL COMPANY

1973

Because of a series of unresolveu. issues between the
Canal Pilots Association and the Panama Canal Company and a
dispute over the disciplining of two pilots, the associa-
tion conducted a "safety campaign" lasting about 3 weeks,
which caused a slowdown in canal transit operations. The
issues involved included (1) pay, retirement, housing op-
portunities, (2) the hiring of Panamanian citizens as pilots,
(3) operating procedures, and (4) a demand for a change in
management officials. The pilots returned to work and
cleared up the canal backlog after receiving a commitment
from the Canal Zone Governor to initiate a priority study of
the isegues raised by the pilots.,

In August 1973 the Governor's conclusions on the issues
were considered unsatisfactory by the association. Later
canal operations showed a marked and continuing deteriora-
tion. As a result, the association's rights of recognition
were suspended by the Governor, steps were taken to remove
five association officials, and a temporary restraining
order was obtained against the pilots. Acting as a union,
the pilots called a sickout on August 24th. Of the Company's
185 pilots, 115 were involved in the incident, which lasted
for 3 days and completely tied up the canzl traffic. The
association agreed to return the pilots to work, and the
Governor, in turn, agreed to restore recognition rights for
the association, rehire the employees discharged, and with-
draw a suit seeking an injunction.
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1976

On March 15 nearly all Canal Zone craftsmen reported off
sick, partly in protest of wage system changes proposed by the
Panama Canal Company. The craftsmen were joined in the action
by the canal pilots, On March 16, members of the local Ameri-
can Federation of Teachers also staged a sickout protesting
proposed changes that would affect the Canal Zone teachers.
_In_response to these actions, the Canal Zone Government ob-
tained an injunction against the teachets and withdrew the
union recognition rights and dues checkoff privileges of the
Ametican Federation of Teachers. Similar actions were threat-
ened against the craftsmen and pllots organizations.

On March 20, the Canal Zone Governor announcnd ogposition
to the proposed wage system changes whxﬁh wera de:eloped by
tne L&nax Zone HGISOHHEL YOLLCY LOOEQlﬂdElﬂG UJEIG- On
March 21 the striking employeea agreed to raturn Lo work

mmmodlamm {mmmana A nmainmea b obkoa arisan Padaraibia
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Teachers were withdrawn. At the time of our review, no
disciplinary actions had been taken against the empleyees
(about 500) involved in the weeklong strike, whicn had
closed canal transit operations.

DEPARTMENT OF THE NAVY

1971

On June 17, of 42 non-appropriated~fund employees at the
Philadelphia Naval Publication and Forms Center, 19 did not
report for work. The next day, 18 of tre employees came to
work and requested sick leave for the previous day's absence.
The issues which prompted the sickout action generally in-

wnTwwad ammlapan Aiccabinfambian mAansasavrmin 1A -~
VUJ.VCU :‘l‘”*v:b‘v VMiookQLioLddewdWil bull\—\-l-l‘v-l-ll‘j .I.UW HGJ al)“ ch‘

work. Management investigated the incident and concluded

that the employees had engaged in a ~oncerted action to with-

P S L -

hold their services. Some employees suhmitted physiciaa's
certificates to justify the request for sick leave, but man-
agement determined them to be invalid. All 19 employees
involved in the iIncident were listed as absent without of-~
ficial . 7e for the t.iwe absent and given letters of

reprinm In addition, two supervisors whs had partici-
pated i.. he action were suspended for the time they were
abcaent.

1974

On May 1, of 99 inspectors of the Nuclear Test Inspec-
tion bivision, Mare Island Naval Shipyard, Vallejo,
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California, 6. >~lled in to request sizk leave for that day.
on May 3, c¢f 38 inspectors in the Non~-dectructive Test Branch,
S requested leave for the day. Later shipyard offic.als in-
terviewed all cthe inspectors regarding the leave incidernts.

As a result, leave for 19 of the 63 ruclesar test inspectors
and 5 of “he 7 non-destructive- zest inspectors was disap-
ptoved.

volving the inspectors were an apparent effort to stage a
gickout., Letters of reprimand were given to 24 inspectors,
and 15 of the inspectors were also given suspensions,

which averaged about 1 day.

1974 ‘ ;

On May 16, sixty physical science technicians at 'the
Puget Sound Naval Shipyard called in sick, protesting pay
difficulties associated with a pay schedule conversion. The
sickout, which lasted 3 days, was settled with tte coopera-
tion of the Metal Trades Council, which represented the
technicians involved in the incident. The employees were
withheld pay for the time absent.

DEPARTMENT OF DEFENSE

ARMY AND AIR FORCE EXCHANGE SERVICE
1973

On May 1, sixty-one employees at the Army and Alr Force
Exchange Service in Charleston, Ohio, went on strike with
support of the American Federation of Government Employees.
The strike was prompted by a proposed reduction in certain
classifications. The incident lasted 5 days. As a result,
the 61 employees were docked pay for the time absent, and
management f£iled an unfair labor practice against the union,.
Three employees were discharged, and the unfair labor
practice complaint was withdrawn by management. Also the
union and management signed a joint statement agreeing to
take responsibility to notify employees of the consequences
of withholding their services.

DEPARTMENT OF THE TREASURY

1971

In January, 90 mailhandlers of the Bureau o4 Customs,
New York, refused to work voluntary overtiue duty and

Mare_Island.officials-concluded that-the Tocidents ig-""""

™
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threatened & strike, primarily because pay checks were being
received late and o‘ten were inaccurate with respect to over-
time credit. 71hese grievances were presented o managenent
through the union. The conflict was resolved when manage-
men. corrected the problems with check deliveries.

1972

September 15 at the Detroit Service Data Center of the Internal
Revenue S>rvice. The employees walked off the job during a
shift, in prceest over hot working conditions caused by a lack
of alr-conditionine. The employees were placed in absent-
without-officisl-Leave status for the remainder of the ghift.
‘The Center's worx.»nad was nol seriously affected because

other employees were reassigred into the tnit, and overtime
was approved. Upon invesvigation, the Cenier gave the em-
ployees involved in the incident letters of severe reprimand
instead of suspending them.

FEDERAL AVIATION ADMINISTRATION

1970

An estimated one~-fourth of the air traffic controllers
in the United States called in sick on March 25. The action
lasted from March 25 to April 8, 1670, The Federal Aviation
Administration filed an unfair lak~r practice complaint
against the Professional Air Traffic Controllers Organization
which represented the employees involved in the incident.
The Department of Labor investigated and determined the ac-
tion was concerted and constituted a strike., As a result, the
Department suspended the inicn's recognition for 1 year.

According to officials of the Federal Aviation Adminis-
tration, 250 air traffic controllers were to be discharged
for their involvement. in the strike. However, before these
actions were effected, the Administrator of the agency, in
reporting the incident to the Congress, stated publicly
that only 84 air traffic controllers were to be discharged.
Subsequently, only 84 controllers were discharged, and the
remaining controllers were suspended Of the 84 employees
discharged, 83 were later rehired by thLe Administration.

1971=75
Officials of the Federal Aviation Administration's

Eastern Region commented that after 1970 there were occasional
work slowdowns, However, these incidents are not documented

PR
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because they are not readily discernible. For exarple, flignt
instructions can be delayed by several seconds with the cuz-
ulative effect of causing traffic delays, but such action
cannot be easily detected.

1976

In protest over delays in comgleting new classificaticn

standards, for ailr traffic con*rolleLs, the_Professional _Ajr oo

“rraffic Controllers Organization initiated a work-by-the- book
campaign eop July 27. The work slo/down lasted 5 days and
caused, nationwide, air traffic delays., The air traffic
controllers ended the job action after agrzement was rexuched
with the Civil Service Commission and the Federal Aviation
Administration regarding the issuance of the prorosed pay
classification standards. , !

The Controllers Organization threatened further job ac-
tions if the agreement on the classification standards was
not met. There were no disciplinary actions taken against
the emplovees or the organization.
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STRIKE CONTINGENCY PLANNING

POLICIES AND PRACTICES OF SELECTED FEDERAL

AGENCIES

¢ This enclosure discusses the strike contingancy planning
practices of the Federal agencies included in our review,
The agencies and various field activities contacted are _ _ _______
e em e = = — listcd below, £cllowEd by a swmmary of the results of our
review at each agency.

Agency contacted Field activity visited
United States Postal Hortheast Region, Hew York,
Service New York
Western Rejion, San Bruno,
Calif.
Department of Defense:
Department of the Army Picatinny Arsenal, Dover, N.J.
Hest Point Military Academy,
N’Y.
U.5. Army Support Command,
Hawaii
Department of the Navy Mare Island Naval Shipyard,

vallejo, Calif.

Pearl Harbor Naval shipyard,
Hawaii

Navy Public Works Center,
Hawaii

Department of the Air McClellan Air Force Base,
Force Sacramento, Calif.
Pacific Air Ferce Command,
Hawali
Hickam Air Force Base, Hawaii

Department of the Treasury:

U.S. Customs Secvice U.S. Customs Service, Re-
gion II, New York, New
York.
Internal Revenue Internal Revenue Service,
Service Northest Region,
New York, New York
Department of Health, Ed4- Region II, New York,
ucation, and Welfare: New York
Social Security Ad- Northeastern Program Service
ministration Center,

New York, New York
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Agency contacted

Federal Aviation Administratcion

Cepartment of Agriculture

National Oceanic and Atmos-
pheric Administration

General Services Administrat.ion

UNITED STATES POSTAL SERVICE

Veterans Administration _ . .__._.

ENCLOSURE II

Field activity visited

Eastern Region, Jamaica,
N.Y.

None

e o~ NOR@-m i — e e

None

None

The United States Postal Service, established in 1970
as an independent Federal agency, is made up of 5 regional
offices, 63 postal districts, and the headquarters opera-

tions.

Because ot previous experiences with work disruptions,
the Postal Service established contingency nlanning commit-
tees in local postal installations, regior.al offices, and
headquarters to previde uniform planning and procedures to
assure the maintenance of nperations ir the event of a

work stoppage.

To coordinate the cevelopment of contingency plans and
the establishment of uniform operational procedures, the
Postal Service headquarters developed broad policy and pro-
cedural guidelines for use by postal activities in develop-

ing contingency plans.

The guidelines establish policy,

planning requirements, and procedural guidance in the fol~-

lowing areas:
-=~Personnel.

--Operations.

-~-Communications and reporting.

--Security.

—-Public information and customer relations.

~-Use of legal actions (injunctions, restraining orders,

etc.)
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--Use of courier service.

A discussion of our review of contingency planning at the
Postal Service's Northeast and Western Regions follows.

United States Postal Service's

Northeast Reglon and

New York District Gffice

The United States Postal Service's Northeast Region,

which is headquartered in New York City, is reuponsible for
postal operations in 10 districts covering all of New ®fngland,
Puerto Rico, the Virgin Islands, and parts of Rew York State

and New Jersey.

Regional operatiors arec carried out by five functional

departrents.

Degartment

Mail Processing

Customer Service

Finance

Employee and Labor
Relations

Real Estate and
Building

Functions

Industrizal engineering, processing
procedures, mail volume f9recasting,
transportation plans and services,
distribution systems, and equipment
and facility maintenance,

Commercial sales, retail services,
éelivery and collcction, and fleet
management.

All financial and administrative
activities.

Development, implementaticn, and
control of employee and labor rela-
tions, compensation policies, stan-
dards, and procedures.

Acquisition of reul property and
fixed mechanization, including
leasing, design, planning, construc-
tion, modification, repair, improve-
ment, and disposal of all Postal
Service owned and based facilicies.

In accordance with headquarters' instructions, the
Northeast Region and the New York District Office

€ ammadd
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established emergency coordinating committees, composed of
representatives from various functional areas. These com-
mittees developed the region's and district’s plans on the
basis of policy and procedural guidance contained in the
Postal Service headquarters' planning instructions for work
stopprages.,

< in the event of an imminent or actual work stoppage, the
headquarters control center would be activated to provide a

direct line.of communication with the rzgicns. - Similar-control ———

centers would be established by the Northeast Region and the
New York District to facilitate communication.

All official communications from districts to headquar-
ters must go through the regional control center. Ail of-
ficial communication between the headguarters and the regions
must go through the headquarters control center. OQfficial
instructions direscting action would be transmitted by tele-

type.,

Identified operations which must be maintained during
a work stoppage are mail processing, customer services, em-
ployee and labor relations, and the inspection service,
The national, regional, and district contingercy plans con-
tain procedures and policies pertaining to these critical

aredsS.

In the event of a work stoppage, the Postmaster General
can authorize the placing or lifting of mail embargoes,
Regional Postmaster Generals do not have this power, although
they can make recommendations to the Postmaster General con-
cerning this use.

One priority during a work stoppage is the dispatching
and delivering of Treasury and military checks. To ac-
complish this, checks will be issued early and regional and
local post offices will maintain close communications with
disbursing agencies.

The Northeast Region plan includes alternate and sim-
plified procedures for collecting, accepting, and distri-
buting mail by untrained personnel, including the military.
Consideration is given to delivering Federal, welfare, and
unemployment checks and food stamps.

In the event mail services are disrupted, the Customer
Service Department will establish a separate communication

10
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center to answer inquiries concerning available mail services.
To maintain consistency, headquarters will provide technical
assistance to regions and districts regarding the legal and
administrative issues of the work stoppage. 1Information on

the status of the work stoppage will be provided by head-
quarters or approved prior to its dissemination. The North-
{cast Region and the New York District customer information
centers would be put into operation to handle lccal in-
quiries, including meetings with.major mail usees-to-viscuss

their critical mail needs.

Maintaining an adeguate number of workers is important
if services are to be kept operable during work stoppages.
Strike contingency plans at all three levels are consistent
concerning annual and sick leave and provide that:

--Lesve approved before the work stoppage may be con-
tinued until the end of the approved period.

~--No new leave may be granted after notice of a work
stoppage has been received, except when approved by
the postmaster.

~~-Employees not reporting for work will be considered
absent without official leave.

Replacing employees engaged in a work stoppage can be
approved only by headquartercs., However, Regional Postmaster
Generals meet with military personnel for obtaining their
assistance, The districts develop estimates on the number
of military personnel needed to keep their functional area
operable, Ftor a possible July 1975 j~b action, the New
York District estimated it would need about 25,000 military
personnel if a strike lasted over 72 hcurs,

The Postal Inspection Service is responsible for over-
all Postal Service security, including protecting mail in
post offices or in public places awaiting pickup; placing
security forces at public and work entrances; providing
guards for mail loading and unloading; providing convoys
for mail transportation; securing mail at public facilities;
and protecting postal funds, property, equipment, buildings,
and personnel.

On the basis of these responsibilities, the Northeast

Region Inspection Service developed general strike con-
tingency guidelines to be followed by divisions. As a

11
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result, the regional and Ne - York Division plans outlined
instructions for
--agstablishing a control center to coordinate intel-
ligence, U.S. attorney liaison, and operations and

security unit activities;

f;determining where mail is located and what classes

and guantities are affected, with the primary con~ ...

- —---germr-to protect the movement of mail behind picket
lines;

--insuring security of the mail at postal branches and
stations;

~--developing data on union activities, cfficers, and
delegates; and

--putting into operation a courier service network to
deliver high-priority Government mail between af-
fected areas.

United States Postal Service
Western Reglon

The Postal Service's Western Reglon headquartered at
San Bruno, California, encompasses the States of Alaska,
Arizona, California, Co'orado, Hawaii, Idaho. Montana,
Nevada, New Mexico, Oregon, Washington, Utah, and Wyoming,
along with Guam and the Pacific Islands. The region has
15 district offices which operate (1) 68 sectional center
facilities which perform the bulk of the mail-processing
and transporting activities and (2) 4,280 local associate
offices which are designed to meet the mail needs of a
moderate~sized city or metropolitan area.

Postal operating functions are carried out by the Cus-
tomer Service Department and the Mail Processing Department.
The Customer Services Departmecnt p-ovides (1) public serv-
ices, such as postal retail services and distribution of
food stamps, (2) customer cooperative services to large-
volume mailers, and (3) the actual letter collection and
delivery services. The major craft employees engaged in
providing customer services are the window clerks, city and
rural carriers, special-delivery messengers, and motor
vehicle employees.

12
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The Mail Processing Department handles the "middle"
activities required to process the mail. This inclucdes
sorting, transporting from one area to another, and dis-
patching for carrier delivery. The major craft employees
involved in mail processing are the distribution clerks
and mail handlers,

The Western Region strike contingency plan, entitled
"Western Region Contingency Guidelines for Work Stoppages,"”.
Gated July 1975, was developed from the headquarters
guidance and individual pians submitted by the various
operating departments.

Essential features of the Western Region contingency
plan follow,

~--Forming a contingency zlanning committee. The
Regional Postmaster General is to establish a
regional contingency committee to prepare a regional
plan and guidelines in case of work stoppagus., The
committee, which will consist of directors from the
various departments and divisions will activate the
Regional Communication Control Center which directs
regional activities curing a work stoppage.

~-Relations with labor organization. The Regional
Postmaster General is to establish procedures for con-
tacting appropriate union officials to end a poten-
tial or actual work stoppage,

--Operational procedures. Mail processing and customer
gervices will be maintained to the extent possible in
case of a work stoppage through the use of supervi-
sors, other available employees, and the employment
of extia personnel. However, employment of extra
personnel to replace employees engaged in the work
stoppage is not to be initiated without specific
authority from headquarters.

--Communication control centers. PRegional and local
control centers are to be established to assure
direct lines of communicaton within the postal
organization and to handle guestions related to the
work stoppage.

~--Securing mail and personnel. During periods of work
stoppages, increased surveillance is to be given to

13
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protecting the mail; greater consideration is also
given to employee safety,

-=Public information and customer relations. Regional
communication procedures are to be establ.shed to
inform the public about a work stoppage and its ef-
fects ory customer services.,

The ccntingency plan estahlishes a system of priorities

-for the Customer -Services-and Mail Processing Departments.

The plan requires the processing of preferential and priority
mail before second-, third-, and fourth-class mail. Regional
officials said there was a common system of mail pricrities,
as follows:

1. Express mail.

2. Special-delivery mail,

3. Foreign mail.

4, nir priority mail.

5. Government Treasury checks,

6. Business mail.

7. Pirst-classg mail,

8. Second-class mail.

$. Third-class mail.

The plan also gives priority to (1) customer service
activities, according to different leveis of carriers avail-
able for mail deliveries and (2) delivering ané collecting
bugsiness mail and csiivzring preferential mail, such as air
mail, parcel post, and wrescriptions,

The Contingency Committee Coordinator stated that the
regional contingency plan, in conjunction with headquarters
guidelines, provides regionwide consistency in dealing with
work stoppages by (1) providing operational guidelines for
malntaining maximum service, (2) providing an outline of
major functiona. responsibilities, (3) establishing a con-
sigtent means of communication and coordination with higher

postal levels, and (4) developing consistent approaches for
local post offices to deal with anticipated problems. For

14
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example, the Mail Processing Contingency Plan requires each
sectional center facility to submit pro forma contingency
plan worksheets, which provide a structured format where
various sectional center facilities' plans can be compared.

There is no specific requirement to update the Western
Region plan, and ¢t has not been updated since its prepara-
tion in July 1975. The Regional Emergency Preparedness
Coordinator is to periodically review and update all.con- -..

--tingenecy plansy™ "7

According to postal officials, the region did not dis-
tribute the regional plan to field officec because of the
sensitive nature of the labor contract. The region's policy
is to distribute the contingency plan only when a work
stoppage is imminent. Although the overall plan has not
been sent to the field, the operational department guide=-
lines for mail processing and customer services have been
distributed to provide general guidance and direction in
the event of & work stoppage.

Three district and two sectional center contingency
plans for handling work stoppages were also reviewed. These
plans covered the same essential factors as the regional
plan. However, they were more specific in the operational
ateas of mail processing and customer services than the
regional plan.

DEPARTHMENT OF DEFENSE

In an October 1970 memorandum, the Assistant Secretary
of Defense (Manpower and Reserve Affairs) established
Defense-wide policy for dealing w'th strikes and related
incidents. To provide for continuation of work operations
and dealings with employees and labor organization, Defense
components were to develop work stnppage contingency plans
consistent with policy and procedureal guidelines provided
by the Assistant Secretary.

The following sections discuss our review of planning
practices at selected activities of the Departments of the
army, Navy, and Air Force.

Devartment of the Army

In November 1970 the Department of the Army issued
guidelines for dealing with strikes and related incidents.
Each subordinate activity having a great number of civilian

15
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employees was required to develop contingency plans
consistent with the department quidelines. The major plan-
ning areas addressed in the gquidelines included communica-
tions, maintenance of operations, administrative matters,
and security measures.

4
U.S. Army Support Commanc, Hawaii

~..——--The-command”’ s contingency plam, dated April 28, 1971,

includes all Army activities that employ civilians in
Hawali. Activities within the command were required to
develop certain planning information pertinent to their
operation, such as (1) assessing mission priorities,

(2) maintaining critical tasks, and (3) determining essen=-
tial civilian positions which could not be filled from
within the activity.

We found that mission priorities, critical tasks, and
essential civilian positions were never determined. Further,
the ~ommand h:s not updated the plan. Command officials
said they were revising some aspects of the plan. However,
they had been informed that headquarters was in the process
of developing new guidanca concerning strike contingency
planning for major commands. They were therefore recluctant
to begin further revisions until so directed and were
preparing a message to Forces Cemmand requesting guidance.

Als> command officiils were of the opinion that detalled
plans, such as are reguired by the existing plan, are un-
necessary and meaningless. They felt that labor relations
were good and that they would have time to plan for con-
tinuance of easential services after labor relations start
to deteriorate. They emphasized that labor unrest had
not been a problem in the past.

Picatinny Arsenal, Dover, New Jersey

The arsenal's contingency plan, developed in 1972,
contains general instructions to be followed in the event
of a work stoppage, but it does not addre-s critical func-
tional areas or operations nor how operations will be main-
tained. Rather, the plan indicates that essential services
and operations are to be determined when a work stoppage
is imminent.

Arsenal officials felt there would be enough time after
a work stoppage occurred to develop specific plans for
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maintaining essential operations in each of the arsenal's
directorates. The officials further commented that the
arsenal's labor relations were such that they would have
ample time to prepare for a possible work disruption.

U.S. Military Academy, Vest Point, New York
4

The Academy, which employs «bout 2,300 civilians who
are union represented, does not have 3 plan for work con-___ .

‘vingency situations. ” An Academy official said that an at-

tempt was made to develop a contingency plan using another
activity's plan as a guide, but, because of the dissinmi-
larity of mission and operations, this could not be done.

He also -said that no additional effort would be made since
the Department of the Army did not specifically require plans
for all activities., In its recently completed evaluation of
the Academy's personnel management proj.ams, the Civil Serv-
ice Commission did not mention the abtsence of, or the need
for, plans for handling work disruptions by employees.

Department o7 the Navy

In 1971 the Department of the Navy issued 3 handbsok of
procedural guidelines for commanding officers of naval ac-
tivities in the event of a strike or other work disruption by
employees. Individual naval activities, although not required,
were encouraged to develop local contingency plans in confor-~
mance with the overall headquarter's plan. The essential
elements of the Navy‘s contingency plar for work stoppages
are outlined below,

~~Communications vith headquarters-~Assistant Secrectary
of the Navy (Manpower and Reserve Affairs).

-~Investigative responsibilities.
--Communications with employees and labor organizations.
-=Miin.onance of operations.

Czisunications with the
Assistant Secretary of the Navy

The Assistant Secretary of the Navy (Manpovwer and Reserve
Affairs) acts as the chairman of a Central Action Group at
headquarters. This group is to provide an installation com-
mander with instructions, advice, and assistance on decisions
which must be made in the event of a strike or relatiqg in-
cident. The installation commander is to coordinate his de-
cisions and actions with the Central Action Group.

17

LR— atpnrraws 2



ENCLSOURE II ENCLOSURE II

Investigatlon of related events
and employees involved

The Havy plan requires management to gather information
on which to base decisions and actions during a strike or
related incident. The qualitf of *isez decisions and actions
depends on the accuracy and adequacy of this information. In-

formation specified by the vion _as being required by manage- . . -

ment Tincludes
-=-the causes or underlying factors of the strike;

~-the activities, functions, and number of =2mployees
involved;
/
--thé names of the employees and their roles in the
strikte; and

--the role of the union{s) and uninn officials in the
strike.

Communications witn employees

In communications with employees, the llavy (1) tries
to persuade strikers to return to work and (2) encourages
nonstrikers to remain at work.

An essential feature of the plan is that strikers be
advised of the seriousness of their nctions and the jeopardy
in which they have placed themsclves., Each striking employee
must be told by his supervisor to return to work, and the
facts of the conversation must be noted. Strikers are to be
advised that their actions are illegal and that they are
subject to penalties under the iaw and regulations, which
include possible discharge from employment. Commanders
cannot make any promises or offers of immunity to any em-
ployees or threaten specific disciplinary actiong. The
commander, in coordination with the Central Action Group,
will determine the appropriate disciplinary action at a
later time.

According to the plan, employees desiring to continue
to work should be advised under what conditions they should
cross strikers' picket lines and of the entrances to be
used.

18
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The plan states that, under Executive Order 11491, labor
organizations have the duty and obligation to take affirma-
tive action to bring the strike ,to an end. The purpose of
approaching labor organizations<;s to get them to openly
disavow the strike and to take positive action to get the

employees back on_the job. . . . . o

Maintaining operations

The zlan instructs the installation commander to make
every effort to contain the strike and to continue work
operations. It is believed the ability to continue opera-~
tions exerts a 5tzong influence against contlnuance of the
strike. Striker absences are to be overcome throudh the
use of supervisory personnel and overtime. The plan also
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basis.; military personnel from nearhy activities,
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Nene of the naval activities contact<d had developed
contingency plans. Comments obtained from officials at
these activities follow.

Mare Island Maval Shiwpyard
vVallejo, Callfornia

The Mare Island Naval Shioyard has not developed a
local strike contingency plan. Officials commented that
the shipyard relied on the overall strike contingency
guidelines developed by the Department of the Navy. The
guidelines provide a detailed checklist of actions and
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situation.

Pearl Harbor HNaval Shipyard, Hawaii

The Pearl Harbor Naval Shipyard also has not prepared
a local contingency plan. Pearl Harbor officials sald that
departmental guidance would be sought in the event of a
strike or related incident and that:

--Labor relations were very good and the likelihood of
a magsive civilian strike was minimal.

--Because of the good labor relations, management would
have plenty of advance notice of 2 pnotential strike.
This would give them enough time to tcke appropriate
action to avert a strike.
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-~The shipyard labor organizations are not strong.

-~The legal prohibition against Federal employee strikes
is an effective deterrent to employees and labor
unions. e

Navy Public Works Center, Pearl Harbor, Hawalii

The Navy Public Works Center was also contacted to deter-
mine whether a local contingency plan had been developed. An
official said the Center has not developed a local plan. le
commented that the labor relations there were excellent and
that the chances of a civilian strike were cxtremely remote.

Department of the /Air Force

Advance contingency plarning by all levels of manage-
ment is considered necessary by the Air Force, to insure a
maximum continuance of essential services in the event of
a strike, slow down, or other work disruption. The Depart-
ment therefore requires each major command and subordinate
activity to develop contingency plans for threatened or
actual work stoppages. General planning guidelines developed
by the Department have been provided to assist subordinate
activities in developing contingency plans. The results of
our review of contingency planning at two Ailr Force Activi-
ties follow, .

Hickam Alr PForce Base, Hawall

A contingency plan covering all base and tenant activi-~
ties at Hickam Air Force Base was developed in 1971. Major
components at the base were required to assess mission-
essential activities and critical positions which must be
manned in the event of a strike., The plan was updated in
1974, but no substantive changes were made. Three hundred
and fifty positions are considered mission essential. Air
Force officials said that the strike contingency plan had
never been implemented Lecause there had been no threat of
a strike by civilian emnloyees,

Two subordinate organizations at Hickam were contacted
to find out how they identified critical mission requirements
and essential posi*tions which must be maintained in the event
of a civilian strike. We found that many of the provisions
of the plan were outdated and not applicable to current con-
ditions at these two organizations.

The 15th Transportation Sqguadron employs 201 civilians,
about 80 percent of its total work force. Squadron officials
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admitted that their part of the plan was outdated and needed
to be revised. The list of mission-essential positions in
the plan was no longer current, and the number of positions
necessary to maintain critical mission requirements should

be reevaluated. Mission-essential activities are not identi-
fied in the plan.

The commanding officer of the squadron commented that
~~there had bezmwrno threats by civilians to walk off the job "~
but that, if all the civilians did go on strike, he did not
have the resources nacessary to maintain critical missions.
He said tha* 1if a strike occurred, the base command:r would
have to provicde him with the personnel to £ill mission-
essential positions, in order to continue providing these
services. . ;
The 619th Military Airlift Suppnrt Sguadron employs
about 250 civilians, about 32 percent of its total work ,
force. Officials said that their part of the plan also was
not up to date ané necded revision. The essential pesitions
identified in the plan were no longer current, and action
has not been taker to update the list. Also mission-
essential activities are not identified in the plan. The
officials commented that labor relations within the squad-
ron werc good and that the labor organizations at Hickam
were not strong, making the chances of a strike unlikely,

Air Logistics Center
McClellan Air Force Base
Sacramento, California

The Sacramento Air Logistics Center, at McClellan Air
Force Base in Sacramento, California, is one 0f the five
Air Logistics Centers of the Air Force Logistics Commandg.

In accordance with Department of the Air Forca2 require-
ments, the Center has developed a strike contingency plan.
This plan was developed from and closely follows the Air
Force Logistics Command's Labor S*rike Contingency Plan,
which is based on the guidelines issued by the Department ot
the Air Force.

The plan requires that daily situation reports be
prepared and sent to the command and to Air Force headguarcers
in the event of a s%rike. It also states that, without prior
Air Force approval, a local commander will not make any con-
cessions or commitments in return for an end to the work
stoppage. The plan provides general guidance and instructions
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and assigns tasks tc local center activities, to insure con-
tinuity of essential functions in the event of a strike by
its employees,

The Center has made an assessment of the essential
functions of its operations. These include:

~-Managing vital systems-~those first-line s;stens re-
"7 "quired to support thé it Force missioni”

~-Filling reocuisitions having a priority of 1 through
3.

~-Repairing a.d modifying vital systems.
--Protecting base facilities.

~-~Maintaining and operating facilities, utilities,
communications, and navigation aids.

--Supporting flight operations.

Center officials said that vital systems change as
the needs of the Air Force change. The Air Force periodi-
cally issues classified technical orders showing the pri-
ority of given weapon systems.

If a strike is imminent, the Center's personnel
division is to notify the Alr Logistics Center Commander
and the Command Post of the reasons for the impending
strike; the identity and composition of the striking unit;
the organizational and functional areas affected; the esti-
mated length of the strike, if possible; and the actions
being taken or required to avert the strike. The Command
Post is to alert all directorates and staZf offices of the
impending strike and regquire them to evaluate, based on
current information, the strike's effect on their operations.
Such svaluations are to be continual, and any adverse ef-
fect discovezed should be communicated to the commander and
to the Command Post and other components which may be af-
fected.

The Center commander has an option to activate the
Logistics Readiness Center. This Control Team is composed
of representatives of the major directorates and staff of-
fices. 1Itc functions in a strike situation include:

~=-Serving as a focal point for all matters concerne?’
with the strike and taking actions to lessen its
effect.
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--iaintaining an awareness of strike developments and
their effects.

--Honltorlng the actions ta
organizations to adjust t

ken by Air Logistics Center
t tri
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Q ne s Ke.,

o]

~~Coordinating and expediting critical logistics
actions, requ1rements, and resources.

) —-Pfovxdlng rapld staff coorcinatlon of operational
and support problems.

In the event of a strike, each directorate and staff
office is to continue mission-essential functions, Should
the strike cause a shortage of personnel to perfcrm those.
essential functions, the directorates are to use supervi-
sory personnel and personnel from nonessential functions
to the extent that they posses minimum required qualifica-
tions. The personnel division keeps a skills inventory
list identifying the background skills of each employee,
to help the directorates in choosing these personnel.

If the shortage cannot be met from within the
directorate, the plan contains procedures for obtaining
personnel from outside the directorate. Personnel reguire-
ments are to be filled in the following order:

~~-From qualified personnel performing nonessential
functiouas with other Sacramento Center organizations.

~-From qualified personnel from tenant organizations at
McClellan Air Force Base.

--From qualified personnel from nearby Mather Air
Force Base.

--From personnel provided on a temporary-duty basis
by the Air Force Logistics Command.

Ed

Air Force officials said there had never been a strike
or other labor~related work disruption at the Center, and
they believed that a strike would not receive widespread

support from Center employees.

DEPARTMENT OF THE TREASURY

Ine Department of the Treasury, in April 1971, estab-
lished Department-wide policy for strike contingency
planning., The Department also addressed the need for
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planning for other emergencies, such as demanstrations and
civil disturbances, and provided gquidance ior preventing
confrontations, demonstrations, disruptions, and other
situations which could lead to employee dissatisfaction,

Both headquarters and field levels of all Treasury
bureaus are required to develop contingency plans.

The guidelines listed the fellowing planning require- =

‘ments,

~=-Setting up a reporting system to transmit information
to bureau and departmental headquarters.

--Identifying officials authorized to take emergency
actions. Consideration should be given to estab-
lishing contingency committees.

~~Establishing priorities on work to Le done and
identifying alternative means of doing work,

~-Identifying potential emergency workers and skills
available.

--Specifying instructions for first-line supervisors.

~-~Making security arrangements for personnel and
property. :

--1dentifying union leaders to contact.

--Preparing announcemeats to employees explaining legal
requirements and potential consequences of violations.

~--Establishing a system for documenting situations,
including identifying employee leaders, employees on
strike, employees on authorized leave, and employees
reporting for work,

~--Defining circumstances under which the office would
be closed.

-~Formulating means of dealing with the news media and
with the public.

-~Providing for coordination with legal counsel, the
Department of Justice, other bureaus, other agencies,
the Civil Service Commission, and local law enforce-
ment authorities.
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Internal Revenue Service, Northeast Region

Northeast Region officials said that a contingency plan
had not been prepared for the region's activities. They
explained that Internal Revenue Service headquarters was devel-
oping planning guidelines to help regions, districts, and
data service centers develop specific plans tallored to local
needs., According to the region officials, in the event of a
dlvruptron, work can be transferred to another center for
processing. Tt TTTTm T T
U.S. Customs Service, Region II
New Yor.i, New York

Region II, which is headquartered in New York City,
comprises three major locations: the New Ycrk seaport
area; the Kennedy Airport area; and the Newark, New Jersey,
area. A regional contingency plan for work stoppages, dated
February 1972, wis Jd.veloped by a committee of key officials
in the region. The plan contains specific guidelines for
dealing with work disruptions for the activities of the three
major areas. The plan addresses the major functions within
the region and outlines alternative methods for continuing
these functions in the event of a strike or related incident.
Priotities are established, and ecsential and nonessential
operations are identified. Depending on the scale of the
work disruption, certain operations, which are identified in
the plan, would be cut back or transferred to other operating
areas or regional offices.

The plan also includes general communications and
reporting requirements of the regional contingency commit-
tee, which, in the event of a work disruption, would advise
and assist management.

Department of Health, Fducation, and Welfare

according to a Department labor relations official,
the Department has not developed or issued policy, guidance,
or instructions on strike contingency planning. He stated
that the Department had encouraged such planning, by its
component agencies, through Department-wide labor manage-
ment relations conferences and management briefings.

Social Security Administration
Northeast Program Service Center
New York, New York

The Northeast Center, one of six Social Security Program
Service Centers, has jurisdiction for the New England States
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and for the State ol New York. The Center's primary opera-
tions involve the processing of new claims, benefit entitle-
ments, and changes to active cases.

Although the Center has not developed a contingency
plan for its operation, Social Security Administration
headquarters has 1ssued a plan to be used by the service
centers in dealing with employee disruptions. The con-
tingency plan primarily delineates communication and re-
. perting responsibilities-established for the program-cervice -
centers and consists of separate procedures to be followed
in the following categories of work disruptions,

--Strikes (including picketing}, work stoppages,
and walkouts,

~=-Sickouts and slowdowns.

--Destruction of property and undermining operations,
for example delibearate misrciling,

Each of thesz categories has three phases of instruc-
tion.

-~-Phase I, votential service disruption.
--Phase II, service disruption occurring.
--Phase 1II1, measures rollowing service disruption. .

The plan does not establish a system of service
priorities, address functional areas, nor explore alter-
native methods of continuing operations. A Center offi-
cial said that, although these factors were not included in
the plan, functions which are affected by a job action
could be transferred and processed at another program cen-
ter. This would be done by simply transferring backup
tapes from affected centers to other centers. He also
stated that, due to the nature of processing operations,
Ehis changeover could be done with little effect on serv-

ce.

FEDERAL AVIATION ADMINISTRATION
EASTERN REGION

The Eastern Region, headguartered in Jamacia, New York,
is responsible for Federal Aviation Administration activities
in New York, New Jersey, Pennsylvania, West Virginia, virc-
ginia, Maryland, and Delaware.
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The Federal Aviation Administration has no written
policy or reguirement for contingency planning. However,
the Eastern Region has developed contingency plans for
certain of its operations. Of the region's 12 divisional
activities, the Air Traffic and Airway Facilities Divisions
are considered most essential to maintaining air trsnsporta-
tion service and safety. Contingency plans have been devel-
oped for these operations. '

Essential features cf contingency operations as addressed
in the region's plans include:

--Listing specific duties and responsibilities of manage-
ment personnel,

--Communicating and reporting.

--Establishing a command post.

--Contacting concerned agencies and user organizations.

-~-Establishing operational priorities.

~--Having operating alternatives available to management.

The region's plans did not include considering neces-
sary security measures for equipment, buildings, and person-
nel. Federal Aviation officials explained that security
neasures would be implemented as needed and that security
crrangements were specifically excluded from the plans be-

cause they possibly might become known by the unions.

OTHER AGENCIES

The following agency headquarters had no established
policies or guidance for dealing with strikes and other
work disruptions.

--General Services Administration.

~--Department of Agriculture.

--Veterans Administratica.

‘--National Oceanic and Atmospheric Administration.

Of these agencies, the General Services Administration,
the Department of Agriculture, and the Veterans Administra-
tion had developed éraft planning guidelines which had not
been officially approved or distributed.
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