
BRITISH AIRWAYS' PRE-COMMAND TRAINING PROGRAM 

Capt. L. P. J. Holdstock" 

Some t i m e  ago t h e r e  w a s  a r a d i o  program a t  home known as The Brain 
Trus t .  
of Professor  Jode. 
w a s  asked,  he always s t a r t e d  of f  by saying "Well, i t  depends upon what you 
mean by . , . I '  and then he  would answer about 1 4  d i f f e r e n t  ques t ions  before  he 
go t  back t o  t h e  one he  w a s  asked. 

There w a s  a cha rac t e r  who used t o  appear q u i t e  r e g u l a r l y  by t h e  name 
An i n t e r e s t i n g  man - i t  d i d n ' t  matter what ques t ion  he 

I f e e l  t h a t  way r a t h e r  about pre-command t r a i n i n g  because i t  r e a l l y  
depends on what you mean by pre-command. 
look,  and i t ' s  my opinion t h a t  pre-command t r a i n i n g  starts on t h e  day you 
f i r s t  g e t  i n t o  an a i r p l a n e  f o r  i n s t r u c t i o n .  
l ea rn ing ,  everything is prepar ing  f o r  command i n  some form. 
command of your f i r s t  so lo ,  bu t  even tua l ly  f o r  t h e  commercial p i l o t  i t ' s  
command of t h e  multi-crew a i r c r a f t .  

I ' m  r a t h e r  old-fashioned i n  my out- 

From t h a t  day on everything i s  
Maybe i t ' s  j u s t  

For t h e  purposes of t h i s  paper I j u s t  want t o  exp la in  what w e  do f o r  our  
p i l o t s  t o  he lp  them t o  meet t h e  b i g  day. 

Perhaps I ought t o  break o f f  a t  t h i s  po in t  j u s t  t o  expla in  our p i l o t  
source.  I n  1958 w e  suddenly r e a l i z e d  t h a t  t h e  supply of RAF p i l o t s  w a s  
dwindling. That t h e  inpu t  numbers t h a t  w e  could g e t  compared wi th  what w e  
thought w a s  going t o  be our  growth would no t  meet demand, and w e  took s t e p s  
t o  m e e t  t h a t  de f i c i ency  by opening up a c o l l e g e  of a i r  t r a i n i n g .  I n t o  t h a t  
c o l l e g e  we put young men who had never flown an  a i r p l a n e .  
o lds .  We had a s e l e c t i o n  problem, w e  are s t i l l  l ea rn ing ,  but  we  put  i n t o  t h e  
c o l l e g e  young men and we taught  them t o  f l y  and, i n  f a c t ,  from t h a t  day on, 
from 1960, w e  have r e l i e d  upon t h e  c o l l e g e  f o r  our  p i l o t  s t r eng th .  

They w e r e  18 year  

I n  t h e  l a t e  1960's w e  f e l l  a l i t t l e  s h o r t  because, of course,  w e  always 
asked planning people t o  look about  3 years  ahead, cons ider ing  both t h e  
s e l e c t i o n  and t h e  t r a i n i n g .  They seldom g e t  t h e i r  numbers r i g h t ,  and t h e r e  
w a s  t h i s  per iod when w e  had t o  f a l l  back on m i l i t a r y  p i l o t s .  

So, as f a r  as command i s  concerned, we  had a group of p i l o t s ,  some of 
whom w e r e  ex-service people.  They had u s u a l l y  experienced command i n  some 
degree r e g a r d l e s s  of what a i r c r a f t  they had come o f f .  
wi th  a t o t a l  of 225 hours  i n  whom w e  had t o  i n s t i l l  some idea  of what w e  
meant by command. 

We a l s o  had young men 

It w a s  something new t o  nea r ly  a l l  of them. Now, I should say  t h a t  t h e  
The source  is  changing now, bu t  i n s t r u c t o r s  a t  our c o l l e g e  are p r e t t y  good. 

i n  t h e  p a s t  they have been mainly ex-RAF i n s t r u c t o r s ,  and they  have had t h e  

J( 
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f a c i l i t y  of recognizing command p o t e n t i a l .  
desc r ibe  t h a t  w e ' r e  going t o  g e t  i n t o  deep water, bu t  I ' m  s u r e  t h a t  ex- 
perienced t r a i n i n g  cap ta ins  w i l l  know what I mean when I say  you can sense  
i t ,  and t h e s e  people d i d .  
H a m l j l e  who t h e  s e l e c t i o n  people had thought w a s  r i g h t ,  bu t  who along t h e  way 
showed a t o t a l  l a c k  of command p o t e n t i a l ,  then i t ' s  most un l ike ly  t h a t  young 
man would reach t h e  a i r l i n e .  

I know i f  w e  s tart  t r y i n g  t o  

So t h a t  i f  we had a young man t h a t  w e  had put  i n t o  

I ' d  l i k e  t o  make one o t h e r  po in t  here ,  and t h a t  is  t h a t  i t  w a s  our ex- 
per ience ,  r i g h t  a t  t h e  beginning, t h a t  about a year  a f t e r  t h e s e  young men 
a r r i v e d  wi th  us  they  re laxed .  They had been through t h e i r  school  l i f e ,  they 
had been picked up from school ,  they had been put  i n t o  our co l l ege ,  and 
suddenly you could sense  t h a t  they had a f e e l i n g  t h a t  they had i t  a l l  made. 
Af te r  a year  w e  had t o  p i ck  them up, t ake  them back i n t o  t h e  school ,  put  them 
wi th  a t r a i n i n g  cap ta in  and j u s t  p o l i s h  them up, remind them t h a t  they had a 
job  t o  do and make s u r e  t h a t  they d i d  i t  properly.  

Having got  t h a t  ou t  of t h e  way I t h i n k  we  can now look a t  what w e  do t o  
t r y  and he lp  t h i s  man toward t h e  command. 

W e  have fou r  inpu t s .  W e  have an  i n i t i a l  command p o t e n t i a l  assessment,  
and I'll come back t o  t h a t  i n  a moment. 
s t u d i e s  course ,  w e  have a pre-command course ,  and w e  have a command course  
i t s e l f .  

We have a pre-command management 

About 5 yea r s  a f t e r  t h e  young man e n t e r s  Hamble, t h a t  i s  about 3 yea r s  
a f t e r  he j o i n s  the  f l e e t  and becomes a l i n e  c o p i l o t ,  w e  make t h i s  i n i t i a l  
command-potential assessment.  I t 's  a long-winded name, but  t h a t ' s  what w e  
do, s o  t h a t ' s  what w e  c a l l  i t .  

W h a t  w e  do i s  a r r ange  f o r  a per iod of group f l y i n g  c o n s i s t i n g  of a 
minimum of 1 2  s e c t o r s  w i th  a t r a i n i n g  c a p t a i n .  During t h i s  per iod no t  only 
is t h e  c o p i l o t  checked i n  h i s  normal d u t i e s  bu t  he is  a l s o  checked and 
assessed  i n  h i s  a b i l i t y  i n  command. H e ' s  being superv ised ,  of course.  

L i t t l e  t r a i n i n g  is  given. What w e  r e a l l y  want t h e  t r a i n i n g  c a p t a i n  t o  
do a t  t h i s  s t a g e  i s  t o  j u s t  look  a t  t h e  young man as he is. Not as you can 
make him, but  as he i s  performing on t h i s  day. And a t  t h e  end of t hese  
per iods ,  t h i s  per iod  of l i n e  s e c t o r s ,  t h e  t r a i n i n g  cap ta in  makes a pre- 
l iminary assessment as t o  whether t h a t  young man w i l l  g e t  a command o r  no t .  

I n  t h e  event  t h a t  t h e  assessment is  unfavorable ,  then  w e  a r range  a 
course  of t r a i n i n g .  Obviously, t h e  t r a i n i n g  c a p t a i n  w i l l  say  where t h e  
d e f i c i e n c i e s  are i n  h i s  mind, and w e  a r r ange  a cour se  of t r a i n i n g  i n  an  
e f f o r t  t o  e r a d i c a t e  them. I f ,  of course ,  t h e r e  are no problems, w e l l ,  a l l  
r i g h t ,  t h a t ' s  s t r a igh t fo rward .  

Our c o p i l o t s  are upgraded t o  sen io r  f i r s t  o f f i c e r  a f t e r  approximately 
8 yea r s .  And a t  t h a t  p o i n t  we  make a f i n a l  assessment as t o  whether t h e  
c o p i l o t  is  command material o r  no t .  
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It c u r r e n t l y  t akes  about 1 2  yea r s  t o  command i n  B r i t i s h  Airways. The 
lowest w e  have ever  seen  w a s  8 yea r s ,  t h a t  being 5 o r  6 years  ago. A t  t h e  
moment i t ' s  nea re r  15 years .  So over t h e  yea r s  you can say  w e  have had an  
average of about  12  years  t o  command. 

This  command assessment is made i n  t h e  l i g h t  of a l l  t h e  material t h a t ' s  
a v a i l a b l e  t o  a board, no t  j u s t  one ind iv idua l .  The f l y i n g  manager w i l l  set 
up a board. There w i l l  be  a t r a i n i n g  manager included i n  a board of about 
four  o r  f i v e  people t o  look  a t  t h e s e  ind iv idua l s .  I n  t h e  assessment one can 
feed i n  t h e  o r i g i n a l  r e p o r t s  from t h e  ab  i n i t i o  course  a t  Hamble, you can 
feed i n  t h e  t r a i n i n g  c a p t a i n ' s  assessment which has  been made earlier on, 
t h e  c u r r e n t  l i n e  record ,  t h e  t r a i n i n g  record ,  and t h e  ind iv idua l s '  q u a l i t i e s ,  

I f  s a t i s f a c t o r y  a t  t h i s  po in t ,  then  we  merely put  a no te  i n  t h e  t r a i n i n g  ' 

f i l e s  and t h e  personnel  f i l e s ,  and t h e  young man then  fol lows a normal pa th  
toward t h e  command course.  

I f  a t  t h i s  s t a g e  an  u n s a t i s f a c t o r y  assessment is  made - e i t h e r  because 
t h e  o r i g i n a l  assessment w a s  never changed, w a s  a poor one then and never 
upgraded, f o r  personal  reasons ,  o r  f o r  cu r ren t  ope ra t iona l  reasons which 
have come t o  l i g h t  - then  w e  merely t e l l  t h e  young man. 

There 's  no l o s s  of s e n i o r i t y  involved. We p o i n t  ou t  h i s  d e f i c i e n t  
areas. 
t r a i n i n g  he needs i f  he comes t o  us .  W e  w i l l  provide f o r  s imula tor  t r a i n i n g ,  
w e  w i l l  provide l i n e  t r a i n i n g ,  bu t  i t ' s  up t o  him r e a l l y  t o  approach us  and 
say,  " W e l l ,  what can I do, and how can you he lp  m e  t o  achieve  command?'' And 
i f  he manages t o  do something about  i t ,  then,  of course ,  he can be 
reca tegor ized  and p u t  i n t o  t h e  command stream. 

W e  d o n ' t  p lan  any t r a i n i n g  f o r  him, but  w e  w i l l  g ive  him a l l  t h e  

The next  s t e p  i s  about 2 yea r s  before  t h e  a n t i c i p a t e d  command course.  
A s  I s a i d  earlier, p lanners  are seldom r i g h t ,  so sometimes we  m i s s .  But w e  
a i m  a t  about 2 years  t o  g ive  a man a management course.  
misunderstand t h a t  t e r m .  W e  are no t  teaching  him a t  t h a t  s t a g e  t o  be a 
manager, b u t  w e  do have a l o t  of input  from managers i n  va r ious  s e c t i o n s ,  and 
t h e  o b j e c t i v e s  of t h e  course  are l a i d  down. They are t o  communicate informa- 
t i o n  on a wide range of activities and systems i n  our own a i r l i n e ,  i n  t h e  
B r i t i s h  Ai rpor t s  Authori ty ,  C i v i l  Aviat ion Authori ty ,  and any o t h e r  agencies ,  
s a f e t y  groups,  anyone wi th  whom they are l i k e l y  t o  come i n  c o n t a c t  later on. 
By c l o s e  p a r t i c i p a t i o n  i n  a number of p r o j e c t  exe rc i se s ,  they are 
t o  g ive  him some experience i n  managerial  func t ions .  And t h i r d ,  they are t o  
create a climate of knowledge and understanding f o r  a l l  concerned. 

I don ' t  want you t o  

What w e  are r e a l l y  t r y i n g  t o  do is t o  relieve t h i s  young man of some of 
t h e  pe r iphe ra l  f l igh t -deck  problems. 
h i s  a i r l i n e  and what 's  going on around him, h e ' s  less l i k e l y  t o  be taken by 
s u r p r i s e  when problems do occur.  The course  i t s e l f  lasts f o r  2 weeks. I t ' s  
r e s i d e n t i a l  a p a r t  from t h e  middle weekend. And l i k e  most workshops t h e r e ' s  
q u i t e  a l o t  of evening work. W e  d i v i d e  t h e  course  i n t o  syndica tes  of fou r  
o r  f i v e  people depending on t h e  number. 

I f  he has  an  i n s i g h t  of t h e  work of 
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We usua l ly  have 16  t o  18 i n  t h e  course.  During t h e  2 weeks, w e  have 
l e c t u r e s  and t a l k s  by r e p r e s e n t a t i v e s  of f l i g h t  opera t ions ,  f i r e  s e r v i c e ,  
cab in  crew, medical s e r v i c e ,  ramp s e r v i c e s ,  co rpora t e  planning,  pub l i c  
r e l a t i o n s ,  opera t ions  planning,  customer r e l a t i o n s ,  s e c u r i t y ,  personnel ,  and 
our computer services. This  g ives  a p r e t t y  broad p i c t u r e  of t h e  a i r l i n e .  
F l i g h t  managers make evening t r i p s  t o  t h e  h o t e l ,  and we  then  have pe r iods  of 
informal d i scuss ion  wi th  them. 

The course  a l s o  inc ludes  v i s i t s  t o  our main London passenger te rmina l ,  
t h e  engineer ing base and t h e  a i r  t r a f f i c  c o n t r o l l e r  cen te r  f o r  t h e  London 
area. Our own genera l  t r a i n i n g  s t a f f  g ives  l e c t u r e s  on l a w  as i t  a f f e c t s  
t h e  p i l o t ,  and on manpower e f f e c t i v e n e s s .  

There are some t a l k s  on management s t y l e s  and some he lp  wi th  p r o j e c t  
p repa ra t ion .  We always a s k  t h e  p i l o t s  t o  f i l l  i n  a ques t ionna i r e  a f t e rwards ,  
s o  w e  are cons t an t ly  changing t h e  conten t  of t h e  course  i n  t h e  l i g h t  of t h e  
feedback. 
w e l l  received.  

W e  a l s o  a s k  f o r  f r e e  and honest op in ions ,  and gene ra l ly  i t ' s  very  

When w e  f i r s t  t r i e d  t h e  course  w e  d id  i t  immediately before  t h e  command 
course ,  and i t  wasn ' t  w e l l  received.  The young man knew t h a t  j u s t  around t h e  
corner  w a s  a command course,  and what he wanted t o  do w a s  g e t  i n  t h e  l e f t -  
hand sea t ,  g e t  four  r i n g s  on h i s  a r m  and g e t  f l y i n g  t h e  a i r p l a n e .  
want t o  know about anything else. But by g iv ing  i t  t o  him about 2 years  
ahead w e  f i n d  t h e  i n t e r e s t  i s  the re .  H e ' s  n o t  r e a l l y  th inking  about  
command, and you can i n s t i l l  i n  him some of t h e s e  l i t t l e  b i t s  and p ieces  
j u s t  t o  he lp .  

H e  d i d n ' t  

The t h i r d  input  w e  make i s  j u s t  be fo re  t h e  command course,  t h e r e f o r e  
named pre-command. The l eng th  of t h e  course  is t a i l o r e d  t o  t h e  ind iv idua l .  
I f  you've got  a good ope ra to r ,  h i s  checks have been good, h i s  s tandard i s  
known t o  be good, l i n e  f l y i n g  when h e ' s  been a c t i n g  i n  command under 
superv is ion  is good, then  you don ' t  need t o  g ive  t h e  young man very  much. 

On t h e  o the r  hand, i f  he  i s  t r a i l i n g  a l i t t l e  then  w e  b r i e f  t h e  t r a i n i n g  
cap ta in ,  w e  b r i e f  t h e  p lanners ,  and w e  g ive  him a s l i g h t l y  extended course.  
One has t o  be c a r e f u l  about t h i s ,  of course ,  because i f  you g ive  one chap 
2 days and another  one 3 weeks, then  immediately they  s tar t  a s ses s ing  them- 
se lves .  

A t  any rate, we  know a f a i r  amount about t h e  chap. The course  i t s e l f  
is  no t  mandatory and has  no bear ing  on t h e  command course.  
man a t  t h i s  s t age .  The t r a i n i n g  c a p t a i n  is b r i e f e d  t h a t  he is  t h e r e  t o  he lp ,  
h e ' s  t h e r e  t o  guide. 

W e  never f a i l  a 

All t h e  t r a i n i n g  is  c a r r i e d  o u t  w i th  t h e  young man i n  t h e  right-hand 
seat. 
c a p t a i n  and t h e  t r a i n e e  are encouraged t o  t a l k .  Now, don ' t  g e t  m e  wrong, I 
don ' t  want them t o  t a l k  about  t h e  n i g h t  ou t  they had t h e  previous n i g h t  and 
t h e  f o o t b a l l  r e s u l t s .  I want them t o  t a l k  about t h e  opera t ion .  

I t ' s  c a r r i e d  o u t  dur ing  revenue f l i g h t s ,  and both t h e  t r a i n i n g  
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We want them t o  progress  wi th  t h e  f l i g h t ,  t o  t h i n k  about t h e  f l i g h t .  
Where they are, what 's  beneath them, what t h e  weather i s  l i k e ,  what t h e  
d e s t i n a t i o n  weather is l i k e ,  what t hey ' r e  going t o  do i f  it does t u r n  nas ty .  
W e  l i k e  t o  involve them i n  passenger problems, t o  remind t h a t  they do have 
people behind them paying t h e i r  wages, and they ought t o  be looking a f t e r  
them. They need t o  look a f t e r  t h e  cab in  crew. So w e  need him t o  consider  
t hese  commercial a spec t s .  

On t h e  o the r  hand, obviously t h e  ope ra t iona l  a s p e c t s  of t h e  f l i g h t  are 
t h e  most important ,  and w e  j u s t  f o s t e r  t h i s  awareness a l l  t h e  way through 
t h e  opera t ion .  Even t h e  handling of t h e  a i r c r a f t  is of secondary 
importance, because t h e  command course  i t s e l f  is going t o  check h i s  f l y i n g  
a b i l i t y .  A l s o ,  i t  could w e l l  be t h a t  t h e  pre-command course  i s  being given 
i n  an  a i r c r a f t  t h a t  he  won't opera te ,  because w e  are cursed wi th  a number 
of a i r c r a f t  types ,  and, t h e r e f o r e ,  t h e r e ' s  a f a i r  amount of switching goes 
on. But i t  doesn ' t  matter - you can g i v e  a pre-command course  on any air- 
c r a f t ,  and g ive  t h e  command course  on t h e  a i r c r a f t  h e ' s  going t o  opera te .  

Now, I w i l l  move on t o  t h e  command course.  I ' m  no t  going t o  go i n t o  it 
i n  depth because I note  someone is  fol lowing m e  t a l k i n g  about command 
courses ,  and I know from t h e  r e t u r n s  t h a t  t h e r e  are no r e a l l y  major 
d i f f e r e n c e s  between t h e  upgrading t r a i n i n g  i n  t h e  major a i r l i n e s .  But i t  is  
poss ib l e  t h a t  perhaps one o r  two of our p o l i c i e s  and phi losophies  are 
d i f f e r e n t  and, t h e r e f o r e ,  I would l i k e  t o  j u s t  mention them. 

One th ing  about which I a m  a b s o l u t e l y  i n s i s t e n t ,  and t h a t  is t h a t  any 
course  must be as rea l i s t ic  as poss ib l e .  I a m  opposed t o  people playing 
musical c h a i r s ,  s i t t i n g  i n  on d e t a i l s ,  pretending they are something o the r  
than t h a t  which they  are. And when a t r a i n e e  i s  t r y i n g  t o  l e a r n ,  I t h i n k  
t h e  least w e  can do is  g i v e  him t h e  b e n e f i t  of q u a l i f i e d  crew members i n  t h e  
o the r  seats. 

Apart from one o r  two per iods  on t h e  s imula tor  when w e  are r e a l l y  
f a m i l i a r i z i n g  t h e  young man wi th  t h e  a i r d r a f t  d r i l l s  and emergency procedures,  
t h e  whole of t h e  s imula tor  s e r v i c e  is  planned on a real-time b a s i s .  The 
t ra inee i s  cons t an t ly  aware t h a t  t h e  a i r c r a f t  is being operated between two 
p o i n t s ,  and t h e  f l i g h t  has t o  progress  r ega rd le s s  of t h e  problems. 
Obviously, t h e r e ' s  a f r e e z e  swi tch ,  and i t  is  used, but  t h e  use  of i t  i s  not  
encouraged. When d i scuss ion  is necessary ,  w e  i n s i s t  t h a t  someone has  t o  be 
looking a f t e r  t h e  shop. I t h i n k  t h e  express ion  used earlier w a s  " the  s to re . "  

W e  are w e l l  placed i n  r e s p e c t  t o  planning of d e t a i l s  because w e  have a 
number of s e c t o r s  - London-Paris, London-Brussels - a l l  of which t ake  
about an  hour i n  normal t i m e .  So t h a t  one can p l an  one of t h e s e  d e t a i l s  i n t o  
a 1-hour se s s ion .  

Normally we  do 2-hour se s s ions  i n  t h e  s imula tor ,  so  i t ' s  t h e  easiest 
th ing  i n  t h e  world t o  start bu i ld ing  i n  d ive r s ions  and u t i l i z i n g  t h e  2-hour 
per iod.  I don ' t  t h i n k  any f l i g h t  is  normal, I ' m  t a l k i n g  now about t r a i n i n g  
f l i g h t s  i n  t h e  s imula tor .  Weather and t echn ica l  problems are cons t an t ly  
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being faced,  but  a t  no t i m e  i s  it  suggested t h a t  w e  are t r y i n g  t o  overload 
t h e  p i l o t .  I t h i n k  one can load him up t o  a po in t ,  bu t  t h e r e  is  a l i m i t .  

W e  occas iona l ly  bu i ld  i n  e x e r c i s e s  from our  knowledge of i n c i d e n t s  i n  
o the r  a i r l i n e s  and our  own a i r l i n e ,  but  w e  only bu i ld  t h e s e  inc iden t s  i n  i f  
w e  are a b l e  t o  show t h a t  t h e  inc iden t  could have been avoided. The las t  
th ing  w e  want t o  do is t o  demonstrate a n  inc iden t  t h a t  f i n i s h e s  up wi th  an  
acc iden t ,  and then  p a t  him on t h e  back and say ,  "But you cou ldn ' t  have done 
anything anyway.'' 
s t a g e ,  of course ,  t h a t ' s  t h e  one th ing  you don ' t  want t o  des t roy .  

Tha t ' s  only going t o  r u i n  h i s  confidence,  and a t  t h i s  

We encourage our t r a i n i n g  c a p t a i n s  t o  t h i n k  about  t h i s  young man as 
someone who has had f a i r l y  good t r a i n i n g ,  p e r i o d i c a l l y  assessed ,  and by t h e  
t i m e  he g e t s  t o  a command course  he should be a b l e  t o  become a cap ta in .  I f  
h e ' s  not  looking good, then t h e  f i r s t  th ing  t h e  t r a i n i n g  c a p t a i n  does is 
look a t  himself and make s u r e  t h a t  he ' s  a l l  r i g h t ,  t h a t  he i s  not  t h e  
problem. Then i f  a l l  i s  w e l l ,  obviously,  t h e  young man w i l l  succeed. 

From what I 've s a i d  i t  looks as though we  are going out  of our way t o  
in su re  t h a t  everyone passes .  Tha t ' s  n o t  t r u e ;  w e  do have a f a i l u r e  rate, 
a l b e i t  a very  s m a l l  one. 
f a i l u r e  ra te  on t h e  command course i t s e l f  of 1 percent .  That f i g u r e  might be 
misleading because I ' m  t a l k i n g  about t h e  command course  i t s e l f .  
l o s t  q u i t e  a l o t  a long t h e  way because of t he  v a r i o u s  assessments w e  have 
made and t h e  courses  w e  have given,  bu t  on t h e  command course  i t s e l f  
1 percent .  

Amongst t h e  Hamble c a d e t s  we have, i n  f a c t ,  a 

W e  may have 

With t h e  m i l i t a r y  p i l o t s  t h a t  w e  had t o  t ake  i n  t h e  1960s, t h e i r  
f a i l u r e  rate,  having been given t h e  same f a c i l i t i e s ,  w a s  much higher .  I n  
f a c t ,  w e  l o s t  about 7 percent  t h e r e .  The Hamble c a d e t s  are no t  j u s t  pushed 
on t o  t h e  l i g h t e r  a i r c r a f t .  It may be of i n t e r e s t  t o  know t h a t  t h e s e  young 
men who went i n t o  t h e  school  i n  1958 o r  1960, they now have ... w e l l ,  w e  have 
an ex-Hamble t r a i n e d  p i l o t  i n  command of a l l  a i r c r a f t  i n  our f l e e t s  
inc luding  Concorde. Admittedly only  one, bu t  one young man has  made Concorde. 

I n  concluding, can I j u s t  say  a few words about t h e  f a i l u r e s .  Because 
w e  do, as I 've  t r i e d  t o  expla in ,  a tremendous amount t o  make s u r e  w e  don ' t  
g e t  f a i l u r e s .  
$250,000 i n  c o s t s .  It is  i n t e r e s t i n g  t h a t  w e  came o u t  w i th  exac t ly  t h e  s a m e  
f i g u r e  when w e  were looking a t  i t  a whi le  ago. The only  d i f f e r e n c e  is  w e  
w e r e  t a l k i n g  i n  pounds. 

The po in t  has  a l r eady  been made t h a t  i t ' s  worth about  

But when I t a l k  about  t h e s e  f a i l u r e s  I th ink  it  comes i n t o  t h e  area i n  
It 's which we  are going t o  be  spending a l o t  of t i m e  i n  t h e  next  few days. 

a t o p i c  i n  which I have a l o t  of i n t e r e s t  bu t  very  l i t t l e  knowledge, because 
t h e  prime f a c t o r  i n  t h e  f a i l u r e s  w e  have had is  t h e  i n a b i l i t y  of p e r f e c t l y  
good p i l o t s  t o  manage as w e l l  as f l y .  They become overloaded. And t o  u s e  a n  
express ion  t h a t  as I say,  we're going t o  hear  a l o t  about ,  they  seem t o  have 
no a b i l i t y  t o  l ead .  They have no l eade r sh ip  a t  a l l .  
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I know t h a t  t h e r e  are widely d ivergent  views on t h i s  matter from those  
who consider  t h a t  l eade r sh ip  is  born i n  people,  and t h e r e  are those  who t h i n k  
t h a t  i t  can be t r a ined  i n t o  people.  I would ag ree  t h a t  some people do appear 
t o  be  n a t u r a l  l e a d e r s ,  and some quick ly  acqu i r e  t h e  a b i l i t y  when given t h e  
oppor tuni ty .  But when w e  have a f a i l u r e  i n  t h i s  area, I ' m  s u r e  t h a t  i t ' s  too 
l a t e  f o r  t r a i n i n g  t o  help.  

I don ' t  t h ink  you can t each  l eade r sh ip  i n  a week. I th ink  you've got  t o  
p i ck  up t h i s  l a c k  of l eade r sh ip  as e a r l y  as you poss ib ly  can i n  a young man's 
career. Given t i m e ,  yes ,  I th ink  you can encourage it .  I ' m  no t  convinced 
t h a t  i f  t h e  man is completely lack ing  i n  t h a t  a b i l i t y  t h a t  you can put  i t  i n .  
I don ' t  know, time w i l l  t e l l .  And I ' m  no t  too s u r e  what I r e a l l y  mean by 
l eade r sh ip .  I th ink  w e  a l l  know what w e  mean by t h e  m i l i t a r y  l e a d e r s ,  
h i s t o r y  i s  f u l l  of them. W e  know too  about  l e a d e r s  i n  management, and I 
t h i n k  some of t h i s  can be taught  - c e r t a i n l y  t h e r e  are very success fu l  
management courses .  But I t h i n k  our  l eade r  f a l l s  somewhere between these  two. 
W e  are  looking f o r  a young man who can  e x t r a c t  t h e  maximum s k i l l  from t h e  
o the r  members of h i s  crew, who has  t h e  a b i l i t y  t o  inf luence  them, and who 
q u i t e  n a t u r a l l y  ea rns  t h e i r  r e s p e c t  through h i s  a b i l i t y .  I ' m  s u r e  t h i s  
c a n ' t  be  taught  qu ick ly .  It must be f o s t e r e d ,  encouraged, and eventua l ly ,  I 
th ink ,  you w i l l  f i n d  i t  i n  most of t h e  people who are p i l o t s .  Af te r  a l l ,  
w e  are a big-headed group. Most of u s  are conf ident  and given t h e  he lp  I 
t h i n k  t h a t  confidence can be used. 

J u s t  t o  end, I th ink  w e  are probably doing a l l  w e  can t o  assist our 
p i l o t s  t o  become c a p t a i n s ,  commanders, a i r c r a f t  managers, c a l l  them what you 
w i l l .  
how t o  teach  leadersh ip .  

I f  w e ' r e  f a l l i n g  down, I t h i n k  i t ' s  because w e  have y e t  t o  f i n d  ou t  

W e  have t r i e d ;  I ' m  no t  s u r e  t h a t  w e ' r e  success fu l .  Thank you. 

DISCUSSION 

MR. FELL, FAA: I n  t h e  po r t ion  you showed on i n i t i a l  command 
t r a i n i n g ,  t h e  very  f i r s t  po r t ion  on t r a i n i n g ,  you d iv ided  it  i n t o  8 o r  1 2  
what you c a l l e d  s e c t o r s .  Is t h a t  what I ' m  th inking  of as a f l i g h t  l e g ?  

C U T .  HOLDSTOCK: That ' s  r i g h t ,  a l e g  from A t o  B.  

MR. FELL: Is a l l  t h a t  t r a i n i n g  conducted under the  superv is ion  of 
one p i l o t - t r a i n i n g  c a p t a i n ,  o r  are t h e r e  var ious . . . .  * 

CAPT. HOLDSTOCK: W e  t r y  t o  conf ine  i t  t o  a maximum of two. I t ' s  

You can have a young man whose career 
almost a minimum and a maximum because i f  you only involve  one person, you 
can always have a p e r s o n a l i t y  c l a s h .  
w a s  t o t a l l y  ruined becauBe he had more success  on t h e  n i g h t  s t o p  wi th  
somebody o r  o t h e r .  These th ings  happen i n  l i f e ,  s o  i t  would be wrong t o  ask  
one t r a i n i n g  c a p t a i n  t o  r e a l l y  assess a young man f o r  t h e  rest of h i s  l i f e .  
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But on t h e  o t h e r  hand, you don ' t  need t o  involve too  many. I f  you g e t  too 
many people involved t h e  r e c i p i e n t  g e t s  fed  up, he ' s  no t  s u r e  what 's  going on, 
and, a l s o ,  you could w e l l  g e t  c o n f l i c t i n g  assessments.  But if w e  can 
involve two people,  w e  f i n d  they usua l ly  g e t  toge ther  and they t a l k ,  and 
what goes i n t o  t h e  f i l e  is an  i n i t i a l  assessment,  an  agreed assessment of 
two people.  

MR. FELL: A r e  t hese  s e c t o r s  given over a s p e c i f i e d  per iod of t i m e ?  

CAPT. HOLDSTOCK: No, but  once you s tar t  they  are continuous.  You' l l  
work f o r  2 o r  3 weeks j u s t  t o  complete them. 

DR. BILLINGS, NASA: Is t h e  young man always aware on t h e  f i r s t  go 
a t  t h i s  t h a t  t h i s  i s  a pre-command assessment,  I b e l i e v e  you c a l l e d  i t? 

CAPT. HOLDSTOCK: Yes, he knows. When they  f i r s t  come t o  the  
a i r l i n e  w e  t e l l  them what we're going t o  do, what t h e i r  career s t r u c t u r e  is. 
They are aware t h a t  t h e s e  th ings  w i l l  happen and as each one comes up, of 
course ,  h e ' s  thoroughly b r i e fed  so  he knows what i t ' s  a l l  about.  

1 

MR. DANAHER, NTSB: Would you address  s e l e c t i o n  cr i ter ia  f o r  e n t r y  
i n t o  Hamble? 

CAPT. HOLDSTOCK: Y e s .  W e  have two s e l e c t i o n  teams. W e  have some 
t r a ined  s e l e c t o r s  based a t  Hamble. They are ex-RAF people,  people  who have 
spent  years  doing RAF s e l e c t i o n ,  f i n i s h e d  the i r .  per iod i n  t h e  service, and 
then  w e  t a k e  some of them on. 

Very b r i e f l y ,  w e  g e t  about 12,000 a p p l i c a t i o n s  a year .  We're looking 
f o r  about 120 on average. 
w h i t t l i n g  down t h e  12,000 t o  something l i k e  600 t o  700 who are looked a t ,  
and t h e  s e l e c t o r s  a t  Hamble look  a t  them and reduce t h e  number by about a 
h a l f .  So you are then down t o ,  say 350, perhaps 400 l i k e l y  ind iv idua l s .  The 
s e l e c t o r s  a t  Hamble are then jo ined  by two a i r l i n e  people who have been 
t r a i n e d  i n  s e l e c t i o n ,  and t h e r e  i s  a board then of t h r e e  people,  one from 
Hamble, two from t h e  a i r l i n e .  They spend t h e  day wi th  t h e s e  young men and 
a t  t h e  end of t h e  day you come o u t  w i t h  a n  assessment,  make o r  break,  
looking f o r  about  120 o u t  of t h e  o r i g i n a l  12,000. To go through t h e  a c t u a l  
c r i t e r i a  of how's and when's would t ake  a long t i m e ,  I ' m  a f r a i d ,  bu t  I'll 
give  you some t i m e  a f te rwards .  

Those people  a t  Hamble are re spons ib l e  f o r  

MR. DANAHER, NTSB: What is  t h e  d i s p o s i t i o n  s f  t h e  very  few, t h e  
1 percent  o r  so ,  t h a t  f a i l s  t h e  command course? 

CAPT. HOLDSTOCK: They go down one of two roads.  W e  f i n d  
occas iona l ly  - w e ' l l  write and a young man w i l l  shrug h i s  shoulders  and 
say  "Well, I knew I should never have made it  anyway," and h e ' l l  go back t o  
running t h e  bank o r  t h e  garden o r  what have you. I n  f a c t ,  t h e r e  are t h r e e  
types.  I f  you 
won't have m e  as a cap ta in ,  I know I'll convince someone else," and they 

Others w i l l  s ay  "There's room f o r  m e  i n  t h e  o u t s i d e  world. 
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disappear .  O r ,  they become permanent c o p i l o t s ,  and one o r  two of those  
people who have become permanent c o p i l o t s  have f i n i s h e d  up by being e x c e l l e n t  
t r a i n i n g  people.  Don't a s k  m e  why, bu t  they have. 

UNIDENTIFIED: W e  have a n  express ion ,  those  t h a t  can do and those 
t h a t  can ' t  i n s t r u c t .  

CAPT. HOLDSTOCK: Well, I ' l l  go one f u r t h e r ,  those  t h a t  c a n ' t  
i n s t r u c t ,  i n s t r u c t  i n s t r u c t o r s .  

UNIDENTIFIED: Regarding t h e  ind iv idua l  who becomes a career f i r s t  
o f f i c e r  - I 've  heard comment t h a t  t h e r e ' s  a concern about t h e  l e g a l  
impl ica t ions  i n  our f a i l - s a f e  c r e w  concept.  That is, i f  t h a t  i nd iv idua l  
who has been r e j e c t e d  i n  t h e  command course  now becomes a permanent o r  
career f i r s t  o f f i c e r ,  and now you have a n  incapac i t a t ed  cap ta in  and t h e  
a i r p l a n e  comes under t h e  command of t h i s  r e j e c t e d  commander, as t o  what t h e  
l e g a l  impl ica t ions  are f o r  t h e  company? 

CAPT. HOLDSTOCK: Y e s ,  I see t h e  problem. I t ' s  one t h a t  hasn ' t  
been suggested t o  us .  

UNIDENTIFIED: This i s  t h e  up-and-out o r  fa l l -back  ques t ion  and 
t h e  impl ica t ions  t o  i t .  

CAPT. HOLDSTOCK: You wouldn't l i k e  t o  keep t h a t  problem on your 
s i d e  of t h e  water ,  would you? 

UNIDENTIFIED: How do you handle your f l i g h t  engineer s i t u a t i o n ?  
Do you have p ro fes s iona l  f l i g h t  engineers ,  career f l i g h t  engineers ,  o r  p i l o t  
engineers?  

CAPT. HOLDSTOCK: I ' m  a short-haul  man and have been. My back- 
ground w a s  BEA, and i n  BEA w e  d id  no t  have f l i g h t  engineers .  The three-crew 
a i r c r a f t  w e  had, l i k e  t h e  Tr ident  and t h e  1011, w e  f lew wi th  t h r e e  p i l o t s  
bu t  no t  w i t h  one of them confined t o  t h e  systems panel .  We t r a i n e d  t h e  
c o p i l o t s  as c o p i l o t s  i n  t h e  right-hand seat; w e  a l s o  t r a i n e d  them as systems 
panel  ope ra to r s ,  and they  changed around t h e  whole of t h e  t i m e .  Now, on 
long haul ,  t h e  o ld  BOAC, they  had p ro fes s iona l  f l i g h t  engineers .  And I say,  
they r e a l l y  are p ro fes s iona l  engineers  and t h e r e ' s  no upgrading; t h e y ' r e  
n o t  p i l o t s .  

MR. SMITH, ALPA: Could you expand on your pre-command management 
s tudy course  o r  program on what you ca l l  p r o j e c t  exercises? 

CAPT. HOLDSTOCK: Yes. What w e  do a t  t h e  beginning of t h e  2-week 
course ,  is d i v i d e  them up i n t o  synd ica t e s ,  and w e  f a c e  them wi th  t h e  p r o j e c t  
t h a t  t h e y ' r e  going t o  have. It could be, i f  you l i k e ,  command t r a i n i n g .  It 
could be something t h a t  is on t h e  commercial s i d e .  
problem, and g ive  them 2 weeks t o  s o r t  i t  out  and prepare  a p resen ta t ion  f o r  

But w e  g ive  them a 
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t h e  end of t h e  2 weeks. The las t  day is  devoted pure ly  t o  p r o j e c t  presenta-  
t i o n s ,  and as a group they come up wi th  t h e i r  answers, t h e i r  conclusions,  
t h e i r  recommendations, and they can do w h a t  they  l i k e  t o  make t h i s  presenta-  
t i o n .  I f  they want t o  u s e  v i s u a l  a i d s  o r  f i l m s  o r  anything w e  encourage 
them. 

MR. SMITH: I f  I could j u s t  cont inue,  i t  would appear t h a t  t h e  
system t h a t  you have placed t h i s  "command" th ing  be fo re  t h e  p i l o t  group, 
throughout t h e i r  e n t i r e  career. I n  o the r  words, they t h i n k  i n  terms of 
command on a very re-occurr ing b a s i s .  Can you i n d i c a t e  what t h e  p i l o t  
r e a c t i o n  t o  t h i s  system is? Like,  f o r  example, t h e  c a p t a i n  ve r sus  t h e  
c o p i l o t .  Can you g ive  us  any f e e l  f o r  how the  p i l o t s  i n  genera l  react t o  t h e  
system where your c o p i l o t s  are being t r a i n e d  as managers o r  cap ta ins  and so 
on a l l  t h e  way through, and t h e y ' r e  i n t e r a c t i n g  on t h e  l i n e  wi th  c a p t a i n s  who 
have a l r eady  gone through t h e  command course? 

CAPT. HOLDSTOCK: This  w e  f i n d  i s  no problem a t  a l l .  The average 
cap ta in  i s  only too glad t o  t e l l  o the r  people how good he is and t o  impart 
h i s  knowledge and t o  help.  I would th ink  r e a l l y  about  50 percent  of our  
cap ta ins  t ake  p r i d e  i n  shar ing  t h e  ope ra t ion  and t a l k i n g  about  it and say ing  
what they would do under c e r t a i n  c i rcumstances,  helping t h e  young man make 
dec i s ions .  There a re  some, of course ,  who j u s t  come i n ,  t ake  t h e  money and 
go home. W e  a l l  know about those .  But t h e  c o p i l o t s  are not  f l y i n g  i n  a crew 
way; t h e y ' r e  cons t an t ly  f l y i n g  wi th  d i f f e r e n t  people so they g e t  amongst t h e  
good ones which is t h e  important  t h ing .  

MR. SMITH: Do you stress a c e r t a i n  c a p t a i n  requirement t o  be a 
t r a i n i n g  cap ta in?  

CAPT. HOLDSTOCK: No, b u t  what w e  do say  is  t h a t  t h i s  young man 
f l y i n g  i n  t h e  o the r  seat could w e l l  save your l i f e .  The more he knows about 
t h e  opera t ion  t h e  b e t t e r .  

CAPT. JOHANNESSEN, Scandinavian A i r l i n e s :  Do you r e c r u i t  new 
f l i g h t  engineers  f o r  your long-haul opera t ions?  

C U T .  HOLDSTOCK: W e  haven ' t  had any i n  t h e  las t  yea r ,  but  w e  were 
s t i l l  r e c r u i t i n g  l a s t  y e a r ,  e a r l y  1978. 

CAPT. JOHANNESSEN: So you are no t  s p e c i f i c  t o  th ree -p i lo t  
opera t ion?  

CAPT. HOLDSTOCK: Sorry,  I d i d n ' t  hear  t h a t  ques t ion .  

CAPT. JOHANNESSEN: How many t r a i n i n g  c a p t a i n s  do you have and are 
they s imula tor  cap ta ins?  

CAPT. HOLDSTOCK: We have t h r e e  types of t r a i n i n g  capta ins .  When a 
man does become a t r a i n i n g  c a p t a i n  t h e  only p l a c e  w e  u se  him i s  on t h e  l i n e ,  
f i r s t  of a l l  i n  doing t h e  job  t h a t  he knows. Then if he is success fu l  w e  



star t  us ing  him i n  t h e  s imula tor  as w e l l  as on t h e  l i n e ,  and i f  that is  
success fu l ,  then he graduates  t o  a l l  a s p e c t s  of t r a i n i n g .  That is ,  any air- 
c r a f t  conversion t r a i n i n g  t h a t ' s  necessary p l u s  t h e  s imula tor  p lus  t h e  l ine 
work. A t  t h e  moment w e  have something l i k e  150 t r a i n i n g  cap ta ins .  

MR. COHEN, FAA: Do I g e t  t he  idea  t h a t  a cons iderable  amount of 
t h e  t h r e e  s t e p s  of your t r a i n i n g  i s  on one 's  own i n i t i a t i v e .  
duty s t a t u s ,  pay s t a t u s  th ing?  Is a cons iderable  amount of t h i s  t r a i n i n g  
voluntary?  

This  is not  a 

CAPT. HOLDSTOCK: Some of i t ' s  voluntary .  Real ly ,  t h e  only 
voluntary  t r a i n i n g  is  where a man is d e f i c i e n t .  The a c t u a l  planning of t h e  
t h r e e  s t a g e s  i s  done by us ,  and i n  t h a t  sense i t  i s  mandatory. But you a l s o  
have t o  remember t h a t  w e  are no t ,  a t  t h e  moment on a f u l l  b id - l ine  system. 
W e  don ' t  have any worr ies  about who does what, where, o r  when. What's going 
t o  happen when w e  do go on a b id - l ine  system I ' m  no t  q u i t e  su re .  

MR. TURLINGTON, Pan Am: I ' m  cur ious  about t h a t  look a t  the  
personal  q u a l i t i e s  by t h a t  board of four  o r  f i v e  t h a t  comes a f t e r  about 8 
y e a r s ,  could you e l a b o r a t e  on t h a t ?  

CAPT. HOLDSTOCK: Well, a l l  the  t i m e  our  l i n e  cap ta ins  are pro- 
v id ing  r e p o r t s  on c o p i l o t s .  Nothing secret about  t h i s ,  t h e y ' r e  a l l  
counters igned by t h e  c o p i l o t ,  bu t  i f  a couple  f l y  toge ther  f o r  4 o r  5 days 
the  c a p t a i n  usua l ly  p u t s  i n  a r e p o r t .  But somehow t h e  f l i g h t  managers, they 
ge t  t o  know t h e i r  s t a f f ,  they g e t  t o  know t h e  problems, they g e t  t o  know t h e  
ones who are tak ing  t h e  va r ious  b a r s  a p a r t  i n  va r ious  p a r t s  of Europe. 
Maybe they do over he re ,  I don ' t  know. But you know t h e  ones who are having 
problems a t  home. 
wi fe  who's ill o r  family problems. 
people who are cons t an t ly  i n  t roub le .  And r e a l l y ,  h i s t o r y  te l ls  us  t h a t  
those people don ' t  make good commanders. 
having most t roub le ,  t h a t ' s  t h e  day they make a s i l l y  dec is ion .  

I ' m  n o t  t a l k i n g  now about odd in s t ances  where one has a 
I ' m  t a l k i n g  about long-term problems, 

Because on t h e  day t h a t  t h e y ' r e  
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