
This jointly prepared presentation is intended to provide a better 
understanding of the COR process.  This document should be 
referenced by District Evaluation and Adjustment Teams and 
District Lead Teams when adjusting routes under the 2011 Joint 
Route Adjustment Process[JARAP].

Alan S. Moore Fredric V. Rolando

Manager, LR, USPS HQ President, NALC
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Á Introduction to COR

- What it is, where it comes from, 

what it does.

Á The COR and JARAP agreements

Á How COR works 

- Pre-COR set-up

- What COR does to the data ï

ñSolutionsò 

- What to look out for ïRed Flags 

- How to make corrections
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COR takes information about the routes in 

a zone (times, volumes, etc) and, based 

upon internal programming and 

parameters set by the technician,  

proposes  ñsolutions,ò i.e.  ways to adjust 

the routes, realign the zone and create new 

travel patterns.  

These proposed ñsolutionsò can be 

modified and adjusted by the technician to 

create routes that are compact, efficient, 

and compliant with the M-39.             
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COR is not just a mapping tool used to 

manually move territory around. 

COR is programmed to ñoptimizeò a 

delivery zone by compacting delivery 

routes, creating more efficient lines of 

travel and reducing park points and 

relays where possible.  
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Allied time = Street time not spent delivering letter and flat 

mail. 

For example:  

V Travel to and from route, loading, unloading and gassing 

vehicle

V Travel within the route (moving from one geographic area 

to another)   

V Relay time, parcel and accountable deliveries, collections  

V Personal needs, street break and customer contact  

The Team needs to be aware of any 

changes to Allied time. 
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The USPS and NALC reached agreement on the Joint 

Alternate Route Adjustment Process in March of 2011.  In 

addition to setting forth evaluation, analysis and 

implementation parameters, as was done in the earlier 

Modified Interim Alternate Route Adjustment Process 

[JARAP], the parties agreed that:  

ñWhen available Carrier Optimal Routing (COR) will be 

jointly used by the District Evaluation and Adjustment 

Team as a tool for route optimization and adjustment.ò

ñNo components of the COR program or application of the 

COR process shall be inconsistent with the route 

inspection, evaluation and adjustment process found in 

Chapter 2 of the M-39 Handbookò 



When Territory is Transferred

È The back of the PS 1840 will indicate, by sector 

segment, any change in street credit from the actual 

street time used for that sector segment on PS Form 

3999, including all relay, travel, and other allied time.  

È Any such proposed adjustment to the carrierôs street 

time must be documented and explained by 

appropriate comments on the reverse of PS 1840.  For 

example: 

Territory transferred from Route #2 to Route #4 would

be noted by sector/segment in the ñreliefòcolumn on

the back of Route #2ôs1840 and in the ñadditionò

column on the back of Route #4ôs1840.

The Team will review the allied times associated with

that territory to determine which should be transferred

to Route #4 and which should be left on Route #2
8



When Relays are Moved  

ß hƭŘ ǊŜƭŀȅ ǘƛƳŜǎ ŦǊƻƳ ǘƘŜ ŜȄƛǎǘƛƴƎ оффф όƴƻǘŜŘ ŀǎ ά9·wέύ ŀƴŘ ƴŜǿ 
ǊŜƭŀȅ ǘƛƳŜǎ όƴƻǘŜŘ ŀǎ ά!5Wέύ ŦƻǊ ǘƘŜ ǇǊƻǇƻǎŜŘ ŀŘƧǳǎǘƳŜƴǘ ƻƴ ŜŀŎƘ 
route are identified on the back of the 1840 by individual as well as 
total relay time.

ß The difference in these two times is noted in the relief or addition 
column on the back of the 1840. 

ß ¢ƘŜ 59!¢Ωǎ ǿƛƭƭ ōŜ ǇǊƻǾƛŘŜŘ ǘƘŜ ǊŜƭŜǾŀƴǘ ǊŜǇƻǊǘǎ ƎŜƴŜǊŀǘŜŘ ōȅ /hw 
to review the specifics of the proposed changes to relays or relay 
time. 

ß This will help them to make a joint decision regarding these changes 
and provide the necessary documentation needed for the 
adjustment consultation.      
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Allied Time 

È The COR-generated Allied Time Report will be used as a tool to review 
proposals regarding the transfer of Allied Time.

È After the DEAT decides what will be transferred, the report shall be used 
to document any agreed to changes in the adjustment consultation.

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

È Differences between travel times on the 3999 and the COR proposed time 
will be validated and Team will make a decision regarding the change 
prior to the second consultation. It is not necessary that the validation be 
done jointly.  
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® All Travel To, Travel From and the total of Travel Withintimes from the 
3999 are noted on the back of the 1840 as EXR - new times are noted as 
ADJ. The difference between them is noted as an addition or relief in the 
appropriate column.  

® The District Team will be provided all relevant reports generated by COR to 
review the specifics of the proposed changes regarding travel times so they 
can jointly make decisions regarding the proposed changes and have the 
necessary documentation for the adjustment consultations. 

® Any change in time from the 3999 due to a new travel pattern must be 
validated and then reviewed by the DEAT so they can make a decision 
regarding the change. The Route Summary Report will be used to aid in the 
validation. 
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È All decisions regarding the evaluations and adjustments of 
routes, including deductions and/or changes proposed by 
COR, or manually, are made jointly by the District 
Evaluation and Adjustment Team.

È Copies of all data and adjustments will be forwarded to the 
Lead Team who will monitor the implementation of the 
agreed to adjustments and the accurate recording of route 
data.

È Any items of disagreement will be identified and 
documented by the District Evaluation and Adjustment 
Team and immediately referred to the District Lead Team. 

È If the Lead Team cannot resolve the issue within two days, 
it will be referred to the Area/Regional Team for resolution 
who will have three days to resolve it or advance it to the 
National Oversight Team. 12



ÓPrepping the Zone for COR

ÓGenerating Routes

ÓTransferring Territory

ÓCreating Lines of Travel
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W!w!t ŘƛǊŜŎǘǎ ǘƘŀǘ /hw ǿƛƭƭ ōŜ ǳǎŜŘ άwhen availableΦ έ ¢Ƙŀǘ 
means that it will be used in zones that are COR ready.  That is:

R All addresses and delivery points are verified and geo-coded [coding by 
latitude and longitude]

R Roadways classified and speed limits documented

R This data is incorporated with the NAVTEQ graphics [mapping graphics]

Teams should check to make sure that no significant changes 
have occurred since the data base was prepared by 
reimporting to DOIS. (new deliveries, demolition, etc.)      

14



This is done by COR Technician in preparation for the 
adjustment process

È Data extracted from DOIS
3999 info, 1840 office/street times, 

mail volumes, etc. 

È DPS Density End of Run report (requested from the Plant)

È DPS volume manually input by sector segment
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¢ŜŀƳΩǎ ǎƘƻǳƭŘ ŎƘŜŎƪ ǿƛǘƘ ƭƻŎŀƭ ǇŀǊǘƛŜǎ ǘƻ ǾŜǊƛŦȅ ǘƘŀǘ 
the information on the 3999 is accurate BEFORE it is 
entered into COR. 

ÁwŜǾƛŜǿ ŎŀǊǊƛŜǊΩǎ ŎƻƳƳŜƴǘǎ ŦǊƻƳ ƛƴƛǘƛŀƭ Ŏƻƴǎǳƭǘŀǘƛƻƴ

ÁSeek input from those who know the zone 

ÁCompare the printout of the original Form 3999, the DOIS 
generated Form 3999, 

the Form 3999 Audit Report, and carrier comments from the 
initial consultation.
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È COR uses the most recent 3999 when making adjustments

È Correct 3999 errors before input to COR

È Make sure the 3999 used is representative. 
ÁComplete a new one

È Disputes about 3999 accuracy or whether it is representative 
should be elevated to the Lead Team.  
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Teams should ensure that:

TофффΩǎ ŀǊŜ άŎƻƳǇƭŜǘŜέ όƴƻǘ ǇŀǊǘƛŀƭύ

TAllied Time entries are accurate- e.g. Travel within is really travel within and not 
delivery time (such as moving from delivery point to delivery point). 

T Relay times are reasonable and only appear on Park & Loop                                                                   

and foot delivery portions of routes. 

T Travel To and From has been validated (not one minute to go       

3 miles) 

T Watch for excessive backtracking and deadheading entries

T Replenish time on mounted routes was not collected as relay     time.
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Travel Within:

ÁPark point to park point 

ÁFrom one geographic area to another without 

delivery

ÁNot for walking deadheads 

ÁNot for driving from CBU to CBU in the same 

complex

ÁNot for driving between dismounted (car-hop) 

deliveries 19



È Relay Time 

Á For Park and Loop and Foot delivery portions only 

Á Begins when travel within ends and replenishment (replenishingthe 
satchel) begins, or..

Á When the carrier arrives back at the vehicle (or relay box) to replenish 
the satchel for the next Park and Loop Relay and unlocks the vehicle (or 
relay box).

Á Relay time ends when the carrier locks the vehicle/box. 

Á Not when replenishing trays and/or moving trays in the vehicle on 
curbline and dismount routes.  

Á 5/5 Řŀǘŀ ŦƻǊ ǘƘƛǎ ǘƛƳŜ ǎƘƻǳƭŘ ōŜ ǊŜŎƻǊŘŜŘ ŀǎ άaƛǎŎŜƭƭŀƴŜƻǳǎ hǘƘŜǊέ  
ŀƴŘ ƴƻǘŀǘŜŘ ŀǎ άReplenishment Timeέ ǎƛƴŎŜ ǘƘŜ 5/5 ŘƻŜǎ ƴƻǘ ƘŀǾŜ ŀ 
Replenishment Time designation. 

Á Time associated as Replenishment Time is allied time, and should be 
retained as a permanent part of the route. 20
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Carrier spends 18 mins servicing 
52 deliveries at an CBU at 2365 
NE 173rd

Carrier spends 22 mins servicing 
52 deliveries at an CBU at 2375 
NE 173rd. 

[ŜǘΩǎ ¢ŀƪŜ ŀ /ƭƻǎŜǊ [ƻƻƪ 

ã
ã
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Note relay time and travel 
within changes 

IŜǊŜ ŀǊŜ ǘƘŜ άǊŜƭŀȅǎέ ŦǊƻƳ ǘƘŜ 
previous slide that were missed 
on the 3999
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3999 Audit Trail Report

This lists any changes made to the 3999.

1 = Entry on original 3999
2 = Changed entry  

Obtain original 3999. Any changes should be reviewed and verified    

1

2

3

ASK: 
мύ   с άƳŀŘŜέ ōǳǎƛƴŜǎǎ ŘŜƭƛǾŜǊƛŜǎ ǘƻ осссо ²ƻƻŘǿŀǊŘ !ǾŜ ŘŜƭŜǘŜŘΦ ²ƘȅΚ 
2) :43 on 701-тфф [ŀƪŜǾƛŜǿ !ǾŜΦ ²ƘȅΚ ²ƘŜǊŜΩǎ ǘƘŜ ŎƘŀƴƎŜŘ ŜƴǘǊȅΚ
3) :09 added to Street Break Time. Why? 
4) :43 seconds added to Vehicle Unload. Why?   
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