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O u r  a i r l i n e  h a s  grown t r e m e n d o u s l y  i n  t h e  l a s t  t h r e e  
y e a r s .  We've g o n e  from some 4 0  p i l o t s  t o  1 2 5 ,  and  5 M e t r o s  
t o  22. And w e  have  a d i v e r s e  f a m i l y  o f  p i l o t s  from a l l  p a r t s  
o f  t h e  c o u n t r y  i n c l u d i n g  f i v e  f o r e i g n  n a t i o n a l s .  We a r e  
f i n d i n g  t h a t  o u r  g o a l s  t h a t  w e  a r e  s t r i v i n g  f o r  a r e  becoming 
f u z z y .  P e o p l e  a r e  n o t  s u r e  where  w e  a r e  head ing .  So w e  t r y  
t o  emphas ize  t h e  communicat ion a s p e c t s .  W e  have a company 
p s y c h o l o g i s t ,  and w e  h i r e d  him b e c a u s e  w e  had p rob lems  i n  
o t h e r  o r g a n i z a t i o n s ,  o r  o t h e r  p a r t s  o f  t h e  company; low 
m o r a l e ,  p e o p l e  n o t  t a l k i n g ,  e t c .  I g o t  p e r m i s s i o n  from t h e  
p r e s i d e n t  t o  go ahead  and u s e  him f o r  my CRM program. 

W e  l o o k e d  a round  a t  ways w e  c o u l d  implement  t h i s .  W e  
l o o k e d  a t  U n i t e d ' s  program. T h a t  q u i t e  f r a n k l y  was much t o o  
e x p e n s i v e  f o r  u s .  A t  1 ,250  bucks  a p e r s o n ,  w e  c o u l d n ' t  q u i t e  
swing  t h a t .  So w e  took  o u r  p s y c h o l o g i s t ,  a n d  w e  s a t  down and 
w e  t r i e d  t o  come up w i t h  t h i n g s  t h a t  w e  wanted t o  emphas ize .  
And t h e r e  were many, many a r e a s  w e  c o u l d  have  t a l k e d  a b o u t .  
Bu t  w e  se t t led  on communica t ion  s k i l l s ,  l i s t e n i n g ,  c o n f l i c t  
r e s o l u t i o n  and t a s k  o r i e n t a t i o n .  

W e  have  a p o l i c y  o f  n o t  pay ing  o u r  p i l o t s  f o r  t r a i n i n g .  
They a r e  p a i d  f o r  8 3  h o u r s  e v e r y  f o u r  w e e k s ,  and  w e  c o n s i d e r  
a n y  t r a i n i n g  a s  p a r t  o f  t h a t  8 3  h o u r s .  So I r a n  up a g a i n s t  
a problem. I c o u l d n ' t  pay them f o r  t h i s  t r a i n i n g .  

W e  a l s o  f l y  -- w e l l ,  o v e r  a f o u r  week p e r i o d  w e  g i v e  
them . e i g h t  t o  t e n  d a y s  o f f ,  s o  we're f l y i n g  them p r e t t y  
heavy .  And t h i s  t r a i n i n g  had t o  t a k e  p l a c e  d u r i n g  t h e i r  d a y  
o f f .  So t o  s t a r t  t h e  program o f f ,  b e f o r e  t h e y  even  came t o  
t h e  c l a s s r o o m  I had n e g a t i v e  f e e d b a c k .  I c o u l d  be o u t  
b o a t i n g .  I ' m  n o t  g o i n g  t o  come to  t h i s  c r a p .  T h a t ' s  
e s s e n t i a l l y  what  t h e y  a r e  s a y i n g .  

To open t h e  m e e t i n g ,  w e  d i s t r i b u t e d  a q u e s t i o ' n n a i r e  t o  
t r y  and d e f i n e  what  w e  t h o u g h t  were o u r  problem a r e a s ,  o r  
how t h e  p i l o t s  h e l p e d  u s  t o  d e f i n e  it; how t h e y  f e l t  a b o u t  
t h e  company, a b o u t  o t h e r  p i l o t s ,  t h e  s t a t i o n  a g e n t s ,  e t c .  
T h i s  w e  a n a l y z e d  and  t r i e d  t o  i d e n t i f y  a r e a s  t h a t  w e  wanted 
t o  emphas ize  i n  l a t e r  programs.  

D r .  Dave Da lkey  o u r  p s y c h o l o g i s t  from Denver,  C o l o r a d o ,  
w a n t s  t o  i n t r o d u c e  a s u b j e c t ,  t e a c h  i t  and  t h e n  d e m o n s t r a t e  
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i t .  So whenever w e  i n t r o d u c e d  someth ing  new, we'd t a l k  a b o u t  
i t ,  and t h e n  h e  would r e l y  o n  r o l e  p l a y i n g  t o  a c t  o u t  how 
t h i s  t h e o r y  o r  s k i l l  s h o u l d  work. I found t h i s ,  and I t h i n k  
t h e  p i l o t s  found i t  v e r y  good,  b e c a u s e  now t h e y  w e r e n ' t  
t a l k i n g  a b o u t  t h e o r y .  They had someth ing  c o n c r e t e .  They had 
i n  t h e i r  mind someth ing  t o  which t h e y  c o u l d  re la te .  

We a l s o  t r i e d  t o  e s t a b l i s h  o r  f o c u s  on  what t h e  p i l o t  
d i d  f o r  t h e  company, where he  sits, how t h e  company f e e l s  
a b o u t  him, how h e  h e l p s  accompl i sh  company g o a l s ,  
r eemphas iz ing  company g o a l s ,  and  how h e  i n t e r a c t s  w i t h  t h e  
o t h e r  o r g a n i z a t i o n s  i n  o u r  a i r l i n e .  

W e  had t h e  ground r u l e s  t h a t  you c o u l d  s a y  any  t h i n g  
you wanted t o  i n  t h i s  mee t ing .  I t  neve r  l e f t  t h e  room. 
However, i f  you want t o  t a l k  a b o u t  a n o t h e r  p i l o t  you c o u l d  
n o t  men t ion  names. F i r s t  o f f i c e r s  and c a p t a i n s  were 
t o g e t h e r .  

W e  r e s e r v e d  a semina r  b l o c k  f o r  each  d o m i c i l e .  We have 
three.  And t h e n  a t  t h e  end of  t h e  d a y  we d i d  a c r i t i q u e .  

Now, t o  be  f r a n k ,  t h i s  f i r s t  phase ,  was r e a l l y  a 
s h o t g u n  approach .  We d i d n ' t  r e a l l y  know where w e  wanted t o  
g o  o r  what w e  wanted t o  h i t .  W e  j u s t  had a n  i d e a .  My f i r s t  
t h o u g h t  was t h a t  t h e  p i l o t s  w e r e n ' t  g o i n g  t o  r e c e i v e  t h i s  
v e r y  w e l l  and would be v e r y ,  v e r y  n e g a t i v e .  And t o  my 
s u r p r i s e ,  e v e r y  p i l o t  I t a l k e d  t o  en joyed  t h e  t r a i n i n g .  

W e  a p p a r e n t l y  went i n  w i t h  j u s t  enough d e p t h  t h a t  t h e  
guy  was a n x i o u s .  H e  wanted t o  l e a r n  more. W e  t r i e d  t o  be  
nonjudgmenta l  and j u s t  p r e s e n t  i d e a s ,  t h i n g s  t h a t  h e  c a n  
u s e .  A c t u a l l y ,  w e  d i d n ' t  even t r y  t o  f i t  t h i s  i n t o  a f l y i n g  
s i t u a t i o n .  E v e r y t h i n g  w e  t a u g h t  h im w e  t r i e d  t o  p o i n t  o u t  
t h a t ,  hey  you c a n  u s e  t h i s  i n  your  normal eve ryday  l i f e ,  
w i t h  your  k i d s ,  your  w i f e  w i t h  your  f r i e n d s ,  wha teve r .  T h e s e  
t h i n g s  a p p l y  t o  eve ryday  l i f e .  I t h i n k  t h i s  was t h e  key t o  
g e t t i n g  these  g u y s '  i n t e r e s t  and keeping  t h e i r  in te res t ,  and 
h o p e f u l l y  t h e y  w i l l  want t o  come back f o r  more. 

We've had three o f  t h e s e  s e m i n a r s ,  and w e  have one  more 
coming up. W e  a r e n ' t  s h o o t i n g  f o r  1 0 0  p e r c e n t  a t t e n d a n c e ;  
w e  j u s t  c a n ' t  do it .  We've g o t  t o . h a v e  p e o p l e  f l y i n g  seven  
d a y s  a w e e k ,  and I j u s t  c a n ' t  f o r c e  them t o  come on t h e i r  
d a y s  o f f  a l l  t h a t  time. So i t  is  n o t  compulsory ,  b u t  w e  d o  
recommend t h e y  come i f  t h e y  c a n .  

What a r e  w e  g o i n g  t o  do  i n  t h e  f u t u r e ?  Now w e  have t h i s  
d a t a ,  and w e  have a fee l  f o r  what w e  want  t o  do. W e  a r e  
g o i n g  t o  t a k e  o u r  p s y c h o l o g i s t  and p u t  him t h r o u g h  a ground 
t r a i n i n g  program l i k e  a new h i r e  p i l o t .  And w e  a re  g o i n g  t o  
g i v e  him a s e t  o f  headphones ,  and w e  a r e  g o i n g  t o  l e t  him 
f l y  t h e  f i n e .  And h e ' s  g o i n g  t o  l i s t e n  to  o u r  p i l o t s '  t a l k ,  
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see how t h e y  o p e r a t e ,  see how t h e y  a r e  supposed t o  o p e r a t e  
w i t h  t h e  o t h e r  s t a t i o n  a g e n t s ,  ATC, e tc .  

A f t e r  h e  h a s  accumula ted  enough d a t a ,  and h e ' l l  
d e t e r m i n e  how much d a t a  is enough, w e  w i l l  s t a r t  t o  draw up 
s c e n a r i o s .  The s c e p a r i o s  w i l l  n o t  p a r a l l e l  any  a c c i d e n t s  
e i t h e r  from u s  o r  from a n o t h e r  c a r r i e r .  They w i l l  be  p u r e l y  
E i c t i o n a l  s c e n a r i o s .  Each s c e n a r i o  though,  w e  hope,  w i l l  
have  an o b j e c t  l e s s o n ,  t e a c h i n g  o r  emphas iz ing  a c e r t a i n  
s k i l l  and n o t  j u s t  a sho tgun  b l a s t .  As w i t h  o t h e r  programs,  
t h e r e  w i l l  be  no r i g h t ,  no p r o p e r  answer ,  b u t  w e  want t h e  
f o l k s ,  t h e  p i l o t s ,  a f t e r  t h e  s c e n a r i o s  a r e  done  t o  t a l k  
a b o u t  i t ,  t o  s u g g e s t  o t h e r  s o l u t i o n s ,  t o  s u g g e s t  how t h e  
s c e n a r i o s  c o u l d  have  gone  b e t t e r .  

The s c e n a r i o s  w i l l  be done  by way o f  r o l e  p l a y i n g ,  no 
p r o c e d u r e  t r a i n e r .  J u s t  two c h a i r s  s i t t i n g  s i d e  by s i d e .  
Keeping i t  a s  s i m p l e  and ,  w e l l ,  a s  low c o s t  a s  p o s s i b l e .  
I ' v e  been t o l d  I can  d o  a n y t h i n g  I want a s  l o n g  a s  i t  
d o e s n ' t  c o s t  a n y t h i n g .  A s  a commuter a i r l i n e  I know you know 
where I ' m  coming from. I c o u l d  e a t  up my company's p r o f i t s  
i n  a b o u t  a y e a r  i f  I r e a l l y ,  r e a l l y  went a f t e r  t h i s ,  b u t  
t h e y  a r e n ' t  g o i n g  t o  l e t  m e  do  i t ,  o b v i o u s l y .  

Things  t h a t  w e  found o r  t h a t  I t h i n k  t h a t  w e  found,  
t h e r e  a r e  a l o t  o f  p s y c h o l o g i s t s  o u t  there .  And 
p s y c h o l o g i s t s  a r e  a l o t  l i k e  p i l o t s .  They a r e  d i f f e r e n t .  
They have  a l o t  o f  t h e  same p e r s o n a l i t i e s .  Every o n e  o f  them 
h a s  t h e i r  own way o f  d o i n g  t h i n g s .  If  you do  go  o u t  t o  
s e l ec t  a p s y c h o l o g i s t ,  p i c k  o n e  you c a n  l i v e  wi th .  We've had 
two p r e v i o u s  p s y c h o l o g i s t s ,  and t h e  p i l o t s  d i d n ' t  l i k e  them, 
t h e  company d i d n ' t  l i k e  them, and f u r t h e r m o r e ,  I d i d n ' t  l i k e  
them. D r .  Dalkey,  however,  h a s  a p e r s o n a l i t y ,  one ,  t h a t  
p l e a s e d  me, and two, h e  w e n t  o v e r  w e l l  w i t h  my p i l o t s  
r a p i d l y .  A s  you know a s  w e  t a l k  w e  h e a r  o u r s e l v e s  and a s k  
f o r  q u e s t i o n s  and d o n ' t  want t o  r a i s e  ou r  hand. T h a t ' s  s o r t  
o f  common. A f t e r  t h e  f i r s t  hour  o r  two, I found t h e  
p s y c h o l o g i s t  a b l e  t o  draw o u t  my p i l o t s .  H e  was h o n e s t  w i t h  
them; t o l d  them what he  was g o i n g  t o  d o ,  and h e  w a s n ' t  g o i n g  
t o  t r y  t o  back s t a b  them any  way. 

L i k e  I s a i d ,  w e  d i d n ' t  s t a r t  o u t  w i t h  any program. 
We've deve loped  t h r e e  p h a s e s  now, o r  have  an  o u t l i n e  of 
t h r e e  phases .  The second phase  I t o l d  you a b o u t  were 
s c e n a r i o s .  The t h i r d  phase  is t r y i n g  t o  i n t e g r a t e  t h i s  
r e s o u r c e  management i n t o  a y e a r l y  t r a i n i n g  s i t u a t i o n .  And w e  
r e a l l y  h a v e n ' t  f i g u r e d  t h a t  o u t  y e t .  W e  need more d a t a ,  and 
w e  a r e  r e a l l y  j u s t  i n  t h e  i n f a n c y  s t a g e  r i g h t  now. I a g r e e  
w i t h  Ed C a r r o l l ;  i t ' s  p r e t t y  e x c i t i n g .  And when I can  g e t  
1 2 5  o f  my p i l o t s  t o  e n j o y  someth ing ,  I t h i n k  I ' v e  g o t  
someth ing  t h a t ' s  f a i r l y  w e l l  o f f .  

W e  d i d n ' t  emphasize l e a d e r s h i p  p r i n c i p l e s ,  p e r  se.  W e  
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t a l k e d  a b o u t  communicat ion s k i l l s ,  l i s t e n i n g  s k i l l s ,  s e t  up 
c o n f l i c t s  and gave  r o l e  p l a y i n g  t o  show how s o l u t i o n s  would 
work, So i n  a roundabou t  way w e  backed o v e r  t h e  l e a d e r s h i p ,  
During t h e  n e x t  phase  w e  w i l l  p r o b a b l y  a d d r e s s  i t  head on ,  
a d d r e s s  l e a d e r s h i p  s t y l e s  and r e f i n e  o u r  program, f o c u s  i t  
more towards  t h e  c o c k p i t  and how i t  works,  how i t  f i t s  i n  
w i t h  t h e  r e s t  o f  t h e  company. 

So w e  a re  j u s t  b e g i n n i n g .  W e  have a l o n g  way t o  g o ,  b u t  
r i g h t  now w e  a r e  f a i r l y  happy w i t h  i t .  

MR. C O L L I E :  Thank you,  Marty. Any q u e s t i o n s ?  

Marty i s  g o i n g  t o  c h a i r  working g r o u p  number f o u r  
tomorrow. A l l  o f  t h e  gen t l emen  a r e  g o i n g  t o  b e  here f o r  t h e  
n e x t  c o u p l e  d a y s ,  i f  you have  any q u e s t i o n s ,  seek them o u t  
and t a l k  t o  them i n d i v i d u a l l y .  

C a p t a i n  J i m  L a w e r ,  t h e  c h i e f  p i l o t  a t  S c e n i c  A i r l i n e s ,  
h a s  a b o u t  a s  d i f f i c u l t  a j o b  a s  anyone,  S c e n i c  u s e s  s i n g l e  
p i l o t s  i n  t h e i r  Cessna 402/404's and I d o n ' t  know how J i m  
f i g u r e s  o u t  what t h e  p i l o t s  a r e  d o i n g ,  

S c e n i c  i s  t o  be  commended, b e c a u s e  a b o u t  f o u r  y e a r s  ago 
t h e y  had t h a t  a c c i d e n t  a t  Grand Canyon. A f t e r  t h a t  a c c i d e n t  
t h e y  d i d  an enormous amount o f  t r a i n i n g .  They have a n  ATC- 
8 1 0  t r a i n i n g  d e v i c e  t h a t  h a s  been  mod i f i ed  t o  f l y  l i k e  t h e i r  
C e s s n a s ,  and t h e y ' v e  done  a t remendous amount of  work 
t r a i n i n g  t h e i r  p i l o t s  t o  f l y  a i r p l a n e s  t h a t  r e a l l y  d o n ' t  
have  a l o t  o f  t a k e o f f  per formance .  

S c e n i c  a g r e e d  t o  i n c o r p o r a t e  t h e i r  dynamic t r a i n i n g  
d e v i c e  i n  t h e  CRM program. So, J i m ,  w i l l  you t e l l  u s  how 
i t ' s wo r k i n g ?  
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