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The indus t ry ,  and s p e c i f i c a l l y  United Airlines,  went through a per iod 
when th ings  were going j u s t  about t h e  way w e  wanted. It w a s  a s t a b l e  per iod 
from approximately 1970 t o  1977. Things w e r e  going w e l l  ope ra t iona l ly ,  but  
our p i l o t s  c a l l e d  i t  t h e  per iod of s t agna t ion .  W e  had very  l i t t l e  movement, 
very  f e w  promotions, very  l i t t l e  a t t r i t i o n  through normal r e t i r emen t  o r  
people having t o  re t i re  because of i l l n e s s .  We d id  r e a l i z e  one b e n e f i t ,  
however, because wi th  t h i s  s t agna t ion  w e  w e r e  bu i ld ing  up a very  h igh  level 
of experience i n  our cockp i t s .  A s  a r e s u l t  of t h i s  l a c k  of movement 
people w e r e  i n  t h e  same a i r p l a n e ,  t h e  same seat f o r  a long per iod  of time. 
And obviously,  when you do t h e  same th ing  over and over aga in  you should 
become more p r o f i c i e n t  and t h e r e  should be fewer i n c i d e n t s  and acc iden t s .  

However, i n  s p i t e  of t h ings  going so w e l l  w e  found w e  were beginning t o  
g e t  a l i t t l e  uneasy. Things were r e a l l y  going very  w e l l ,  bu t  w e  began t o  
worry j u s t  a l i t t l e  b i t  because they  were going so w e l l .  W e  reasoned t h a t  i f  
i t ' s  going t h i s  w e l l ,  t h e  only way it can go is  down. Every a i r l i n e ,  as 
J .  D.  Smith, our r e s i d e n t  exper t  s ays ,  has a s a f e t y  f o o t p r i n t ,  and what i t  
te l l s  u s  i s  t h a t  i n  a c e r t a i n  per iod of t i m e  you can a n t i c i p a t e  t h a t  you ' r e  
going t o  have an  acc iden t .  It v a r i e s  between a i r l i n e s ,  but  you can look a t  
the  record and say i n  "x" number of months o r  yea r s  you ' re  going t o  have a 
major acc iden t .  

On United A i r l i n e s  w e  had a s a f e t y  f o o t p r i n t  of 4 years  between major 
acc iden t s .  A t  t h i s  time w e  had gone 4 yea r s  and hadn ' t  had a major a c c i d e n t ,  
s o  wi th  each succeeding month w e  wondered j u s t  what w e  were doing s o  w e l l ,  o r  
what w a s  about t o  happen. 

Other t h ings  were g iv ing  concern.  We w e r e  becoming, as f a r  as t h e  
crews w e r e  concerned, r a t h e r  complacent - perhaps because s o  many th ings  
were being done f o r  us .  
vec to r ing ,  INS systems; a l l  of t h e  conveniences and t h e  advances of 
technology w e r e  r e a l l y  l ead ing  us  i n t o  t h e  p o s i t i o n  of tak ing  f o r  granted 
t h a t  t h ings  w e r e  going t o  be "okay." 
made i n  one o r  more of t h e  p re sen ta t ions  i n  t h e  last day o r  so of t h e  Dul les  
i nc iden t  when a crew took a vec to r  and an a l t i t u d e  f o r  gran ted .  

The automated f l i g h t  planning,  t h e  ex tens ive  r ada r  

A s  a n  example, I t h i n k  mention w a s  

A l l  t h e s e  th ings  s t a r t e d  t o  cause a vague concern,  and then  w e  found 
t h a t  t h e  s i t u a t i o n  w a s  about t o  be  compounded. 
s t agna t ion ,  and w e  s t a r t e d  t o  expand. 
i nc rease  and w e  s t a r t e d  w h a t  B i l l  Traub r e f e r r e d  t o  as t h e  new-hire program. 
W e  a n t i c i p a t e d ,  as w e  approached t h e  new-hire program, a n  a d d i t i o n  of 1,800 
persons over a 5-year per iod ,  o r  roughly 360 persons a year .  With t h i s  
movement w e  found w e  were l o s i n g  t h e  advantage t h a t  w e  had of s t a b i l i t y  

We passed t h e  per iod of 
The a t t r i t i o n  rate w a s  beginning t o  
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and experience,  because wi th  t h e  pot  being s t i r r e d  w e  had new people  i n  a l l  
of our  seats i n  a l l  of our a i r p l a n e s .  

We could conceivably,  and I ' m  q u i t e  s u r e  i t  w i l l  cont inue  t h a t  way f o r  
some t i m e ,  f i n d  w i t h i n  a cockpi t  a c a p t a i n  brand new t o  t h e  a i r p l a n e ,  a f i r s t  
o f f i c e r  f l y i n g  h i s  f i r s t  t r i p  a f t e r  having moved up from second o f f i c e r ,  and 
a new-hire second o f f i c e r  i n  t h e  t h i r d  seat. And t h e  new second o f f i c e r  
could i n  t h i s  case be a female. Depending on t h e  a t t i t u d e  of t h e  crew, t h a t  
could exacerba te  t h e  s i t u a t i o n  a l i t t l e  more. 

So w e  a l l  of a sudden went from a p o s i t i o n  of s t a b i l i t y  and experience 
t o  one of mob i l i t y  and low experience.  

Toward t h e  end of t h i s  per iod of growth, w e  a l s o  found a l o t  of 
i nc iden t s  beginning t o  occur.  The win ter  of 1976-77 on United A i r l i n e s  w a s  
t h e  worst  winter  w e  had had f o r  a long,  long t i m e .  There w a s  ground damage 
t o  equipment, off-the-side-of-the-runway excursions,  wi th  no b i g  damage t o  
t h e  a i r p l a n e ,  bu t  a t  nuch too g r e a t  a frequency, blowing out  windows i n  t h e  
te rmina l ,  going of f  t h e  end of runways - w e  would go 3 or  4 f e e t  o f f  t h e  
end of t h e  runway wi th  no damage t o  t h e  a i r p l a n e ,  but  more than  a l i t t l e  
embarrassment t o  t h e  crew. 

We were appr i sed  by our Western Div is ion  v i c e  p re s iden t  who at tended a 
meeting i n  Hong Kong t h a t  Japan A i r  L ines  s a i d  they  had had exac t ly  t h e  
same experience about  t h a t  t i m e ,  w i th  an  inc reas ing  number of i nc iden t s .  We 
were not  unique, and t h e r e  w a s  a n  o v e r a l l  concern i n  t h e  indus t ry .  

W e  then conducted what w e  ca l l  a road show, t ak ing  a l l  of t h i s  t o  t h e  
f i e l d  t o  t e l l  people about  i t  and what w e  thought they  could do about it. 
And we'd l i k e  t o  b e l i e v e ,  s i n c e  w e  spent  t h r e e  q u a r t e r s  of a m i l l i o n  d o l l a r s  
doing t h a t ,  t h a t  t h e  road show w a s  ve ry  b e n e f i c i a l  because our  performance 
t h e  next  winter  w a s  a b ig  improvement. 

We had one acc iden t  a t  t h a t  p a r t i c u l a r  t i m e ,  t h e  one a t  S a l t  Lake Ci ty ,  
and i t  w a s  i n  t h e  v e i n  of what we've been t a l k i n g  about he re  - poor resource  
management and tak ing  f o r  granted what you were t o l d .  

But w e  a t  least thought t h a t  t h e  road show had helped u s  i n  t h e  area of 
minimizing, i f  no t  e l imina t ing ,  our  i nc iden t s .  

And then  t h e  win ter  of 1978-79 turned r i g h t  around, and w e  had a 
problem a l l  over aga in ,  w i th  one more acc iden t  t h a t  involved resource  
management, w e  be l ieve .  I r e a l i z e  t h e  f i n a l  r e p o r t  i s n ' t  o u t ,  b u t  t h e  pre- 
l iminary  r e p o r t ,  which Bob Helmreich quoted a l though he d i d n ' t  i d e n t i f y  t h e  
acc iden t ,  i nd ica t ed  t h a t  t h a t  w a s  perhaps a con t r ibu t ing  f a c t o r  t o  t h e  
acc iden t .  

Throughout t h i s  per iod uneas iness  w a s  growing i n  t h e  indus t ry ,  and t h e  
ATA Training Committee came up wi th  t h e  expressed need f o r  what they c a l l e d  
a more meaningful l i n e  check. Due t o  a f e e l i n g  a t  t h a t  t i m e  t h a t  perhaps w e  
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w e r e  not  being as a t t e n t i v e  t o  our  l ine-check superv is ion  as w e  should,  t h a t  
because of t h e  s t agna t ion  - t h e  same crews, t h e  same people working wi th  
t h e  same check-airman - w e  were becoming comfortable  wi th  each o t h e r ,  and 
weren't  address ing  as a t t e n t i v e l y  as w e  might, t h e  need f o r  co r rec t ion .  

W e  pu t  a l l  of t h e s e  th ings  toge ther  wi th  t h e  r ecogn i t ion  t h a t  wi th  t h e  
sudden turnaround and t h e  expansion w e  were having, w e  were a l s o  a s s ign ing  a 
l o t  of new superv isory  people,  new f l i g h t  managers as w e  c a l l  them. 
were having t o  work wi th  a l o t  of new crewmembers i n  a new environment f o r  
those  crewmembers, whi le  they themselves w e r e  new t o  t h e  job.  

They 

Now, what w e  recognized a t  t h a t  p a r t i c u l a r  t i m e  a l s o  w a s  t h a t  our 
approach t o  career planning had been based p r imar i ly  on what B i l l  Traub 
covered by saying t h a t  when w e  h i r ed  someone w e  h i r ed  a capta in .  W e  looked 
a t  them i n  t h e  p a s t  and s a i d ,  "When we  h i r e  you i t ' s  i n  a n t i c i p a t i o n  t h a t  
you're going t o  be a cap ta in ,  so w e ' r e  t r y i n g  t o  h i r e  good people." Our 
career planning and succession planning,  as f a r  as management w a s  concerned, 
only c a r r i e d  it  one s t e p  f u r t h e r .  I f  you h i r e  a good cap ta in ,  n a t u r a l l y  
you ' re  going t o  have a good manager. 
neve r the l e s s  I t h i n k  t h a t ' s  what w e  premised i t  on. And w e  r e a l l y  d i d n ' t  
c a r r y  i t  much f u r t h e r  than t h a t .  

That ' s  a r a t h e r  f a l s e  philosophy, but  

I t h i n k  w e  a l s o  recognized t h a t  what w e  had done i n  t h e  p a s t  as a way of 
s e l e c t i n g  our managers w a s  more p o l i t i c a l  than i t  w a s  ob jec t ive .  It w a s  a 
buddy system t o  a degree.  
area, and they then became t h e  manager, aga in  premised on t h e  f a c t  t h a t  if 
they were good cap ta ins  they would be  good managers. 

It w a s  a case  of who knew whom i n  what p a r t i c u l a r  

With t h e  r ecogn i t ion  of a l l  of t h e s e  problems w e  decided t h a t  wi th  t h e  
numbers of people t h a t  we had on our a i r l i n e  (we have 9 bases ,  6,000 p i l o t s ,  
a few more than 2,000 cap ta ins )  - t h a t  t o  t r y  t o  address  d i r e c t l y  t o  t h e  
crewmembers t h e  cur ing  of a l o t  of t hese  th ings  w a s  probably j u s t  t oo  much t o  
b i t e  o f f  a t  one t i m e .  

But w e  could t ake  i t  down t o  a smaller group of people  - our f l i g h t  
management. And i f  w e  d id  w h a t  w e  should 'have done a long t i m e  ago f o r  
them, t r a i n e d  them b e t t e r ,  then they would be i n  a p o s i t i o n  t o  pass  on what 
they could t o  t h e  f l i g h t  crews. 

So t h e  sub jec t  of what I'll be covering today is twofold. One program 
w a s  t h e  spec ia l i zed  educat ion and t r a i n i n g  of ou r  f l i g h t  management people. 
And the  t h r u s t  w a s  t o  a i d  our managers i n  helping our  p ro fes s iona l  p i l o t s  
be more p ro fes s iona l .  
g e t  people,  w e  weren ' t  ou t  t o  t r y  and c rack  t h e  whip, w e  were j u s t  t r y i n g  t o  
smooth out  our ope ra t ions  by he lp ing  p ro fes s iona l s  be more p ro fes s iona l .  
That w a s  t h e  t h r u s t  behind our management t r a i n i n g  program. 

We weren't  going on a wi tch  hunt ,  w e  weren' t  ou t  t o  

The second th ing  t h a t  w e  recognized, f o r  a v a r i e t y  of reasons I ' l l  
cover later,  w a s  t h e  r a t h e r  urgent  need of our  c r e w  members f o r  some t r a i n i n g  
i n  command o r  resource  management. W e  i n i t i a l l y  termed it ,  and w e  are 
a d j u s t i n g  our  th inking  now, as command t r a i n i n g  f o r  p i l o t s .  
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Management recognized t h i s  need, t h e  f l i g h t  crewmembers themselves 
recognized it .  It w a s  being asked f o r  t o  a degree  t h a t  w a s  d i s t u r b i n g ,  
because obviously i t  p o i n t  ou t  t o  management that w e  hadn ' t  f u l f i l l e d  a 
need. 
of our managers. 

F i r s t ,  however, I ' l l  review t h e  program w e  evolved f o r  t h e  t r a i n i n g  

To understand where t h i s  f i t s ,  l e t  m e  g ive  you a very  b r i e f  d e s c r i p t i o n  
of how United A i r l i n e s  ope ra t e s .  W e  have, as I s a i d ,  9 bases .  W e  d i v i d e  
them i n t o  3 d i v i s i o n s ,  w i th  a d i v i s i o n  vice p res iden t .  Each one of those  
d i v i s i o n  v i c e  p re s iden t s  then has t h r e e  bases  r e p o r t i n g  t o  him, headed up by 
a d i r e c t o r  of f l i g h t  ope ra t ions  who has f l i g h t  managers working f o r  him. I n  
a couple  of our  bigger  bases  w e  have a n  in te rmedia te  level c a l l e d  f l i g h t  
ope ra t ions  manager who have some of t h e  f l i g h t  managers r epor t ing  t o  them. 

A s  e a r l y  as 1973 w e  recognized that from t h e  second level of management 
on up w e  had 25 persons,  a l l  but  one of whom were going t o  re t i re  i n  9 yea r s .  
Tha t ' s  a p r e t t y  good turnover .  

W e  a l s o  recognized t h a t  as w e  s t a r t e d  t o  expand w e  would have even more 
people pumping i n  a t  t h e  bottom wi th  a need t o  be t r a ined .  So, hopefu l ly ,  
whatever t r a i n i n g  w e  could g ive  would he lp  them, as they progressed i n  
management, t o  he lp  o t h e r s  who would eventua l ly  work f o r  them. 

I n i t i a l l y ,  and going back t o  t h e  per iod of t i m e  when I w a s  s e l e c t e d  as 
H e  a manager w e  used t o  have e s s e n t i a l l y  a s imple way of p ick ing  managers. 

had t o  be  and t h i s ,  of course ,  is  s e l f - f u l f i l l i n g ,  a b e t t e r  than  average 
p i l o t .  H e  had t o  have some s k i l l s  i n  i n t e r p e r s o n a l  r e l a t i o n s h i p s  which 
would have been evidenced through ALPA a c t i v i t y  and i n  some cases, a l s o  
a p p l i c a b l e  t o  myself ,  i n  cont inuing  m i l i t a r y  a c t i v i t y ,  and have a r e p u t a t i o n  
of being a good commander and one t h a t  people  could work with.  

With that as a l i s t  of cr i ter ia  t o  use ,  I repor ted  t o  t h e  f l i g h t  o f f i c e  
and my manager s a i d ,  "Good morning, i t ' s  n i c e  t o  have you wi th  us." I s a i d ,  
"Fine, w h a t  would you l i k e  m e  t o  do?" H e  s a i d ,  "Your desk is  back t h e r e ,  go 
t o  work." 

And t h e r e  w a s  my i n d o c t r i n a t i o n ,  t h e r e  w a s  my t r a i n i n g ,  t h e r e  w a s  my 
s e l e c t i o n ,  and I w a s  t o l d  I now had 70 crewmembers ass igned t o  m e  and I 
should supe rv i se  them. 

I s a i d ,  What s p e c i f i c a l l y  would you l i k e  m e  t o  do?" H e  s a i d ,  " W e l l ,  
most of your work is going t o  be going ou t  and g iv ing  l i n e  checks.  
have taken them - go ou t  and g i v e  them." 

You 

T h a t  w a s  our  program. They paid people  a l o t  of money t o  do t h a t  s o r t  
of th ing .  
over themselves wi th  l augh te r  t h a t  you paid t h a t  kind of money and gave t h a t  
kind of t r a i n i n g  t o  somebody i n  that p o s i t i o n .  

I f  they  d i d  t h a t  i n  any o t h e r  i ndus t ry ,  I t h i n k  they'd f a l l  a l l  
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But w e  now recognized, very  f o r c e f u l l y ,  t h a t  w e  needed a f l i g h t  
management t r a i n i n g  program. 
as w e  c a l l  i t ,  w a s  devoted t o  t h e  bas i c  ope ra t iona l  concerns of a f l i g h t  
manager i n  dea l ing  wi th  h i s  people,  p l u s  some i n d u s t r i a l  r e l a t i o n s  work and 
some philosophy and psychology t h a t  would address  i t s e l f  t o  t h e  superv is ion  
of people.  

W e  pu t  i t  toge ther  i n  f i v e  phases.  Phase one, 

W e  decided w e  would b a s i c a l l y  want t o  pu t  toge ther  a course  f o r  
management candida tes  but  w e  had t h e  r ecogn i t ion  t h a t  t h e r e  would be problems 
if w e  threw these  neophytes i n t o  t h e  f i e l d  wi th  a l l  t h i s  h i g h f a l u t i n  
t r a i n i n g ,  philosophy and theory w e  had given them, and they then got  i n t o  a 
domici le  wi th  some of t h e  o ld  hands, t h e  managers who had been around awhile  
who would say t o  them, "What are you doing?" 
p a r t i c u l a r  area i n  t h i s  way?" And they 'd  say ,  "That ' s  what they taught  me . "  
They'd be t o l d ,  "Oh, ignore  t h a t ,  w e  don ' t  do i t  t h a t  way." 

"Why are you pursuing t h i s  

So what w e  d id  w a s  cyc le  our incumbent managers through f i r s t .  But 
u l t i m a t e l y  it w i l l  be  a course f o r  management candida tes .  

With known a t t r i t i o n ,  i n  a given year w e  w i l l  t r a i n  t h e  number of 
candida tes  t h a t  w e  a n t i c i p a t e  w e  w i l l  have t o  put  i n t o  t h e  system i n  t h e  
fol lowing year o r  6 months. 
managers through these  classes and t h e  mix has  been good because t h e  exchange 
i s  good. 
g e t  t h e  enthusiasm of t h e  candida tes .  

W e  have pu t  some candida tes  and some incumbent 

The group sha res  experience wi th  t h e  incumbent managers, and they 

B r i e f l y ,  what w e  cover i n  t h e  course  i s  f i r s t ,  an in t roduc t ion  by the  
sen io r  v i c e  p re s iden t  of ope ra t ions  t o  a t t e s t  t o  t h e  importance of t h e  
program. W e  do some t r a i n i n g  i n  t h e  job  of managing given by some pro- 
f e s s i o n a l  t eache r s  and i n s t r u c t o r s  t h a t  w e  have i n  our  headquarters  t r a i n i n g  
group. W e  a l s o  cover what w e  b a s i c a l l y  c a l l  our "den concept." 

W e  c a l l  our  f l i g h t  managers "den mothers." W e  a s s ign  70-some people,  
up as high as 90 o r  100 depending on t h e  domici le ,  t o  one manager and h e ' s  
r e spons ib l e  f o r  a l l  t h e i r  a c t i v i t i e s .  We treat what w e  c a l l  t h e  "whole man 
concept," no t  only ope ra t iona l ly ,  bu t  personal ly .  The f l i g h t  managers are 
concerned with t h e i r  personal  problems as w e l l  as t h e i r  educat ion i n  o the r  
areas. 

During t h e  t r a i n i n g  w e  have a "hangar f ly ing"  s e s s i o n  on one of t h e  
evenings i n  which people g e t  a l i t t l e  more re laxed ,  ( t h e  a t t i t u d e  adjustment 
hour) ,  and exchange opinions.  We a l s o  go i n t o  some personnel  po l i cy  so t h a t  
they can l e a r n  t o  handle  t h e  personnel  s i t u a t i o n s .  

W e  review t h e  process  of eva lua t ion  which a t  f i r s t  is a theory-type 
approach. W e  cover t h r e e  ope ra t iona l  areas t h a t  w e  c a l l  t h e  ope ra t iona l  
approach t o  checking, which i s  given by our d i r e c t o r  of f l i g h t  s tandards  and 
procedures,  o r  one of h i s  f l i g h t  managers. There w e  emphasize t h e  need f o r  
o b j e c t i v i t y  i n  checking on prof ic iency  checks and r a t i n g  r i d e s ,  which our 
managers w i l l  handle a t  some time. We po in t  ou t  t h a t  when you do t ake  an  
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opera t iona l  approach t o  a check, you a s k  ques t ions  on o r a l s  and approach 
t h e  sub jec t  from t h e  cockp i t  ou t  r a t h e r  than  t h e  system in ;  t h a t  is ,  "What 
can you do about  i t ? "  
s i t u a t i o n ? "  We encourage them t o  a s k  t h e  ques t ions  i n  t h a t  way r a t h e r  than 
e s o t e r i c a l l y ,  and t o  avoid g e t t i n g  deeply  i n t o  a system over which they have 
no con t ro l .  

"What's your a b i l i t y  t o  handle  a p a r t i c u l a r  

W e  cover - and I have handled t h i s  myself - w e  cover enroute  checks,  
and then  move on t o  t h a t  more meaningful l i n e  check. The reason I handled 
t h i s  one i n i t i a l l y  wi th  t h e  incumbent managers, q u i t e  candidly,  is t o  
emphasize how s e r i o u s l y  t h e  company f e l t  about what we  were a f t e r ,  t h a t  w e  
r e a l l y  meant what w e  were saying.  The sen io r  vice p res iden t  f e l t  t h a t  t h i s  
w a s  b e s t  done by having an  o f f i c e r  of t h e  company convey t h e  information.  

We wanted a l i t t l e  more p ro fes s iona l  approach t o  enroute  checking. 
" C a l l  them as you see them." 
a t t e n t i o n  t h e  n e c e s s i t y  f o r  change." Not j u s t  t o  w r i t e  t h ings  up, j u s t  t o  
put  something i n  t h e  record .  A s  most of u s  who are i n  t h i s  business  
recognize,  t h e  worst  t h ing  i n  t h e  world w e  can have is  something i n  our 
record t h a t  somebody can go back and look a t .  

"Record what you see." "Bring t o  people ' s  

So w e  br ing  t o  t h e i r  a t t e n t i o n  t h a t  t h i s  approach is what w e  want t o  
avoid.  But given t h e  r ecogn i t ion  t h a t  t h e s e  s o r t s  of t h ings  w i l l  t ake  p l ace ,  
w e  po in t  ou t  t h a t  un le s s  w e  record them when w e  do see them w e  sometimes 
don ' t  g e t  people ' s  a t t e n t i o n .  

We a l l  indulge i n  an  ego t r i p  too  many t i m e s  I th ink .  I can only speak 
f o r  United A i r l i n e s  people,  bu t  i t 's  probably t r u e  of everyone. When you 
supe rv i se  p i l o t s ,  everyone th inks  h e ' s  t h e  world 's  g r e a t e s t  p i l o t .  You 
know, "You c a n ' t  be, I am." 

But when you take  t h a t  approach as f a r  as superv is ion  of people  i s  
concerned, t h e  ego spreads  t o  t h e  p o i n t  where you say,  "I n o t i c e  t h i s ,  I 
recognize t h i s .  But I ' m  so good t h a t  I ' m  going t o  be a b l e  t o  b r ing  t o  t h i s  
i nd iv idua l  t h e  r ecogn i t ion  of what he has  t o  do t o  change, and he  w i l l  
change because I ' m  g iv ing  i t  t o  him, and h e ' l l  be b e t t e r  f o r  i t ." 

I f  you indulge  i n  t h i s  ego t r i p ,  almost every t i m e  you do, t h e  f i r s t  
r i d e  is  f o r  f r e e ,  because you always say  t o  y o u r s e l f ,  "The poor guy never 
had t h e  oppor tuni ty  t o  be  given what I can b r ing  t o  him, nobody else ever  
t o l d  him t h i s  I know, and now t h a t  I have t o l d  him, it w i l l  
aga in .  'I 

I ' m  going t o  d i g r e s s  f o r  a moment on t h i s  ego f a c t o r .  
know t h i s  s t o r y ,  I don ' t  know. I l i k e  t o  t e l l  i t  because I 
apropos of t h e  ego t h a t  w e  a l l  indulge  i n .  

never happen 

L e e  Bolman might 
t h ink  i t s  very  

This  has  t o  do wi th  John Kenneth Galbra i th .  When I went t o  t h e  
Advanced Management Program a t  Harvard, I heard t h i s  from one of t h e  Harvard 
p ro fes so r s .  John Kenneth Ga lb ra i th  is supposed t o  be  t h e  b igges t  egomaniac 
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i n  t h e  world, and I guess h i s  s tuden t s  were aware of t h i s  t o  a very  high 
degree,  and they got  a l i t t l e  s i c k  of i t  a f t e r  awhile .  One of them, t r y i n g  
t o  br ing  t o  h i s  a t t e n t i o n  t h a t  he w a s  very  e g o t i s t i c a l ,  chose Christmas t o  
send him a b i r thday  card .  
class a f t e r  t h e  hol idays  he appr i sed  t h e  group of s tuden t s  t h a t  he had 
received a b i r thday  ca rd ,  bu t  obviously somebody made a mistake - they 
should have s e n t  i t  t o  h i s  son. 

But he w a s  no t  a t  a l l  taken aback. Coming back t o  

Now, sad ly  enough a l o t  of management people indulge i n  t h e  same type  of 
ego t r i p .  "I can handle  anything as long as I have t h e  oppor tuni ty ,  and 
they w i l l  be b e t t e r  f o r  it." 
t o  another  a i r p l a n e ,  t o  another  supe rv i so r ,  and s ta r t  t h e  process  a l l  over 
aga in .  O r ,  as one of our e n t e r p r i s i n g  f l i g h t  o f f i c e r s  found, a l l  he had t o  
do w a s  t r a n s f e r  from domici le  t o  domici le  t o  g e t  ou t  from under t h e  problem. 

Then he f o r g e t s  t h a t  t h e  ind iv idua l  may change 

A t  any ra te ,  w e  do cover a l l  of t h i s ;  w e  a l s o  cover o v e r a l l  eva lua t ions .  
A t  t h e  end of t h e  year w e  write what w e  c a l l  a "green sheet"  - i t ' s  a 
personnel  eva lua t ion .  

And a t  t h a t  po in t  w e  emphasize aga in  t h e  need, i n  handling these  70 or  
more people assigned t o  u s ,  f o r  c a l l i n g  them as  w e  see them, f o r  having a n  
o b j e c t i v e  a p p r a i s a l  a t  t h a t  p a r t i c u l a r  t i m e ,  because t h e  only th ing  t h a t  
remains wi th  t h e  man through h i s  career i s  t h a t  annual a p p r a i s a l .  

We a l s o  t r a i n  i n  i n d u s t r i a l  r e l a t i o n s ,  which Rod G i l s t r a p  has  handled 
many t i m e s ,  and so has Bob Crump. And t h a t ' s  a very  i n t e r e s t i n g  day and a 
ha l f  s e s s ion .  We cover c o n t r a c t  i n t e r p r e t a t i o n ,  d i s c i p l i n e  and gr ievance,  
and a new one, t he  employee a s s i s t a n c e  program, which is  t h e  approach t o  
problems of people who are involved i n  a l coho l  dependency. 

We g e t  i n t o  management counsel ing s k i l l s ,  wi th  r o l e  p lay ing ,  so  they 
can see how they handle  themselves i n  s i t u a t i o n s  o r  how they should handle  
themselves. 

W e  review acc ident  and inc iden t  i n v e s t i g a t i o n ,  so  t h a t  i t ' s  done 
c o r r e c t l y  and w e  l e a r n  from i t ,  not  j u s t  go through t h e  paper work. John 
Perkinson is  involved i n  our  s a f e t y  department and can a t t e s t  t o  the  f a c t  
t h a t  too many t i m e s  w e  have put  toge ther  an  acc ident  o r  i nc iden t  inves t iga-  
t i o n ,  and i t ' s  j u s t  been a case of g e t t i n g  t h e  paper work ou t  of t h e  way. 
We haven ' t  r e a l l y  learned from i t ,  o r  disseminated what w e  d id  l e a r n  t o  t h e  
rest of t h e  crews. 

To wrap i t  up, another  s e s s ion  is l e d  by t h e  sen io r  vice p res iden t  t o  
g e t  t h e  r e a c t i o n s  of t h e  people;  t h e  r e a c t i o n s  so f a r  have been very ,  very 
f i n e .  What they say i s ,  "We have needed t h i s  f o r  a long t i m e ;  no one ever 
t o l d  us  t h i s  before ."  

We inc lude  a l i t t l e  precourse s tudy and a l i t t l e  homework whi le  t h e y ' r e  
t h e r e  dur ing  t h e  week. I t ' s  i n  our Training Center i n  Chicago, so i t ' s  away 
from home, and they can  address  themselves more in t ense ly  t o  t h e  sub jec t .  
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The second phase of our  management t r a i n i n g  i s  check-airman t r a i n i n g .  
W e  u sua l ly  g ive  t h a t  j u s t  p r i o r  t o  t h e  assignment of t h e  man as a manager. 
H e  spends 5 t o  7 days i n  Denver l ea rn ing  how t o  be  a check-airman g iv ing  
prof ic iency  checks and r a t i n g  r i d e s .  

I f  you have never thought about  it, i t 's  a very  tough th ing  t h e  f i r s t  
t i m e  you a p p r a i s e  a f l i g h t  crew. 
t o  an  a p p r a i s a l  of a f l i g h t  crew is our own s tandards ,  t h e  way We f l y .  

The only  th ing  most of u s  could ever  br ing  

Consider t h a t  most of our people who are assigned as managers are w e l l  
above average p i l o t s  so t h a t  they can have c r e d i b i l i t y  i n  t h e  ope ra t iona l  
superv is ion  of o the r  people.  When you do approach t h e  t a s k  you have a very  
high set of s tandards ,  but  you r e a l l y  are  only looking f o r  a passing per- 
formance of an average p i l o t .  

No p i l o t  wants t o  b e  c a l l e d  average. It 's t h e  worst  t h i n g  i n  t h e  world 
you could put  down, "He d i d  a good, average job. ' '  That goes crossways i n  
your t h r o a t .  But you have t o  g e t  i n t o  t h e  atmosphere and recognize what i t  
is t h a t  is  a good s o l i d  performance, and i t  i s  a l ea rn ing  experience.  You 
a l s o  have t o  l e a r n  how t o  communicate wi th  t h e  people i n  a p o s i t i v e  sense ,  
so t h a t  i t ' s  c o n s t r u c t i v e  and y o u ' l l  be  a b l e  then t o  t ransmi t  reinforcement 
t o  t h e  ind iv idua l  so he can b e n e f i t  by i t .  

The r e a c t i o n s  t o  t h a t  phase of t r a i n i n g  are always very  p o s i t i v e .  
They ' re  always a l i t t l e  shaky, because i t ' s  a l i t t l e  tough t h e  f i r s t  t i m e  
people go through it. But i t ' s  a very  b e n e f i c i a l  th ing .  

W e  a l s o  g i v e  them r i g h t  seat t i m e  - o f f s e t  approaches so t h a t  when 
t h e y ' r e  ou t  shot-gunning people ,  t h e y ' r e  i n  a p o s i t i o n  t o  recognize what they 
should be looking f o r  and how t o  c o r r e c t  f o r  i t .  

The t h i r d  phase of our t r a i n i n g  i s  what w e  c a l l  our Executive Of f i ces  
Seminar. This  is similar t o  what a l o t  of you have d iscussed  i n  t h e  p a s t  day 
o r  so ,  i n  which w e  cover a l l  of t h e  o the r  departments i n  t h e  company. 

Who i s  behind t h a t  vo ice  on t h e  phone, who can you c a l l  about a 
s i t u a t i o n .  Al so  t h e  t o t a l  r ecogn i t ion  t h a t  - again ,  going back t o  t h e  ego 
p o s i t i o n  - most of t h e  f l i g h t  opera t ions  people have. "You are no t  t h e  
only ones i n  t h e  world who run t h i s  a i r l i n e ,  i t  t akes  a l o t  of people t o  
br ing  t h a t  product t o  you. And when they  do b r ing  i t  t o  you, you have t o  do 
a good j o b  so  you can b r ing  t h e  passengers  back again." 

A l l  of those  th ings  and a11 of t h e  departments i n  t h e  company are  
brought t o  t h e i r  a t t e n t i o n  i n  t h e  week of t r a i n i n g  a t  our  headquarters  i n  
Chicago. 
w i th in  t h e  f i r s t  6 months of t h e i r  assignment. 

It is  done e i t h e r  j u s t  before  t h e i r  assignment as a manager o r  

Phase four  of t h e  t r a i n i n g  f o r  managers, which w e  are working on r i g h t  
now, has  t o  do w i t h  enhancement modules. This  covers  material i n  t h e  course  
t h a t  perhaps they  would not  have been i n  t h e  p o s i t i o n  t o  absorb i n i t i a l l y ,  
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and t h a t  they wouldn't have been assigned r e s p o n s i b i l i t y  f o r  i n  t h e i r  i n i t i a l  
assignment as a manager. Such th ings  as h i j ack ing  s i t u a t i o n s ,  t h e  i d e n t i f i -  
c a t i o n  and s e l e c t i o n  of f u t u r e  management candida tes ,  motivat ion and pro- 
d u c t i v i t y  - a l o t  of t h ings  prepar ing  some of our people  f o r  second-level 
p o s i t i o n s .  W e  cover i ndus t ry  and agency media involvement , and business  
p r i n c i p l e s ,  s i n c e  they start g e t t i n g  involved i n  budgets,  e t c .  A l s o ,  some 
hazardous materials t r a i n i n g .  

The f i n a l  phase of our t r a i n i n g ,  and one t h a t  w e  have gone i n t o  very  
l i t t l e  so  f a r ,  i s  going t o  be devoted p r imar i ly  t o  t h e  people who show real 
p o t e n t i a l  f o r  advancement t o  o t h e r  p o s i t i o n s  and who are going t o  be given 
o u t s i d e  t r a i n i n g .  Such th ings  as t h e  advanced management program a t  Harvard 
o r  Stanford - a course  run  by Chicago Univers i ty  t o  which some people have 
been sen t  and, of course ,  Michigan. W e  weren ' t  too e n t h r a l l e d  wi th  t h e  one 
a t  Michigan but  i n  case anybody's he re  from Michigan, i t ' s  only because it 
d i d n ' t  s e rve  our purpose. But w e  are  t ak ing  advantage of o u t s i d e  t r a i n i n g .  
So much f o r  t h e  f l i g h t  management a spec t  of t r a i n i n g .  

Now t o  t h e  need f o r  command t r a i n i n g .  A s  you have probably recognized 
i f  you have worked a t  i t ,  and i f  you have a program a t  t h e  p re sen t  t i m e ,  a 
l o t  of t h e  th ings  t h a t  you people  had i n  your command courses  w e  are g iv ing  
i n  a d i f f e r e n t  way. Our EX0 seminar covers  t h e  rest of t h e  company. Some of 
you people have t h a t  included i n  your command t r a i n i n g ,  bu t  w e  are r e f e r r i n g  
t o  t h e  s p e c i f i c  sub jec t  of command, human resource  management. 

We a t  United have been t a l k i n g  about  i t  f o r  a year  and a h a l f .  
Corporate approaches t o  th ings  being what they  are, p r i o r i t i e s  being what 
they are, i t  t akes  t i m e  t o  g e t  peop le ' s  a t t e n t i o n .  We ta lked  about i t  i n  
February of 1978 but  i t  wasn't  u n t i l  February of 1979 t h a t  w e  had our f i r s t  
meeting of t h e  t a s k  f o r c e  put  t oge the r  by t h e  sen io r  v i c e  p re s iden t  of 
f l i g h t  ope ra t ions  t o  address  t h i s  p a r t i c u l a r  problem. 

W e  found, f i n a l l y ,  t h a t  no t  on ly  w a s  management aware of t h e  need f o r  
t h i s  command t r a i n i n g ,  but  a l s o  t h a t  t h e  l a s t  two acc iden t s  w e  had had high- 
l i g h t e d  t h e  need. Some ing red ien t s  i n  both of them suggested t h a t  t h e  
management of resources  wi th in  t h e  cockpi t  perhaps could have precluded t h e  
acc iden t .  The second acc ident  r e a l l y  go t  our a t t t e n t i o n ,  s o  w e  s t a r t e d  t o  
work on i t .  

Then t h e  s t r i k e  in te rvened ,  and w e  r e a l l y  weren ' t  a b l e  t o  do very much 
u n t i l  t h e  s t r i k e  w a s  over.  We f l lna l ly  had t h e  t h i r d  meeting of our  t a s k  
f o r c e  he re ,  Monday, of t h i s  week, and w e  intend t o  m e e t  aga in  tomorrow 
morning f o r  a n  hour o r  more and then  aga in  tomorrow af te rnoon a t  t h e  con- 
c l u s i o n  of t h e  conference t o  condense what w e  have been a b l e  t o  p i c k  up from 
you and what w e  perhaps might want t o  u s e  i n  our approach t o  command 
t r a i n i n g .  

We have asked a l o t  of ques t ions .  We took a sampling of our  people  and 
w e  had personal  letters from some people  i n d i c a t i n g  t h e  need f o r  t h i s  
t r a i n i n g .  W e  put  a l l  t h i s  toge ther  and went ou t  wi th  a ques t ionnai re ,  and 
t h e  answers w e  go t  back were ra,ther easy t o  fol low.  

127 



Some of t h e  gene ra l  conclusions were t h a t  people be l i eve  t h e  a b i l i t y  t o  
command o r  t o  lead  can be enhanced. They b e l i e v e  t h a t  a command o r  leader -  
sh ip  l ea rn ing  experience should inc lude  philosophy, psychology, and i n t e r -  
personal  r e l a t i o n s h i p s  s k i l l s .  Also some of t h e  b a s i c  management and human 
resources  management s k i l l s ,  and d e c i s i o n  making and problem a n a l y s i s  s k i l l s .  

S p e c i f i c a l l y  and i n  descending o rde r  of p r i o r i t y  t h e  responses  state 

1. That i t  w a s  necessary t o  have an  understanding of people.  

2 .  
t h e  rest of h i s  crew, and of t h e  c r e w  t o  p a r t i c i p a t e ,  cooperate ,  and 
communicate. 

There had t o  be a wi l l i ngness  on t h e  p a r t  of t h e  commander t o  u s e  

3 .  In t e rpe r sona l  r e l a t i o n s h i p s  s k i l l s  are  obviously very  necessary.  

4 .  There had t o  be a r ecogn i t ion  of t h e  n e c e s s i t y  t o  accept  
r e s p o n s i b i l i t y .  The knowledge of j o b  procedures,  t h e  ope ra t iona l  aspects 
were very low on t h e  l i s t .  

L e t ' s  cons ider  where w e  are r i g h t  now and what w e ' r e  going t o  be doing. 
It is a b ig  problem t o  make 6,000 people aware of t h e  environment and 
atmosphere necessary f o r  good command. 
"When you ' re  going t o  have t o  eat an  e lephant ,  t h e  b e s t  way i s  one l i t t l e  b i t e  
a t  a t i m e . "  W e  have a n  e lephant  he re ,  w i th  6,000 people p lus  t h e  cabin crew 
people t o  inc rease  t h e i r  awareness of t h e  problems. 

I r e c e n t l y  picked up an  expression,  

W e  a n t i c i p a t e  t h a t  probably t h e  f i r s t  people  w e  are going t o  t r a i n  are,  
aga in ,  our  managers. When they are aware of what i t  i s  t h a t  is necessary ,  
they can look f o r  i t ,  b e t t e r  assess it ,  and then  more cons t ruc t ive ly  com- 
municate t h e  need f o r  adjustment on t h e  p a r t  of o t h e r s ,  W e  w i l l  t ake  i t  i n  
s t e p s .  Perhaps w e  w i l l  do it next  w i th  our new cap ta ins ,  and then take  i t  on 
from t h e r e .  

We th ink  one of t h e  th ings  t h a t ' s  going t o  enhance our a b i l i t y  t o  do 
t h i s  s o r t  of t h ing  is  t h e  f a c t  t h a t  we  have t h e  CDC PLATO system, which 
American A i r l i n e s  i s  a l s o  involved i n  us ing .  W e  have go t t en  approval  from 
our  Board of D i rec to r s  t o  buy our own computer and put  i n  our own in-house 
program. I f  you ' re  no t  f a m i l i a r  wi th  t h e  PLATO system, i t ' s  a computer- 
managed and computer-assisted program wi th  which w e  can do ind iv idua l ized  
t r a i n i n g .  
i n s t a l l  t e rmina ls .  W e  a n t i c i p a t e  s t a r t i n g  t h a t  t h e  f i r s t  of next  year .  
Once w e  have t h e  te rmina ls  on t h e  scene i n  t h e  domic i les ,  then  w e  w i l l  have 
t h e  a b i l i t y  t o  b r ing  i n  groups of people without  having t o  br ing  them t o  one 
c e n t r a l  l o c a t i o n ,  and w e ' l l  be a b l e  t o  do it  much quicker  and g e t  b e t t e r  
exposure. 

W e  are going t o  extend i t s  u s e  t o  our  domici les  where w e ' l l  

Obviously, what w e  t each  i s  going t o  have t o  be d i f f e r e n t  f o r  each group 
of people.  But, neve r the l e s s ,  w e  a n t i c i p a t e  t h a t  w i l l  enhance our  a b i l i t y  t o  
do it. 
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Right now w e  are f i r s t  reviewing t h e  ques t ion  of what w e ' l l  inc lude  i n  
t h i s  course.  A s  I s a i d ,  i t  w i l l  be theory,  psychology, t h e  p r a c t i c e  of 
command on United A i r l i n e s .  Then t h e  methods t h a t  we perhaps can use  t o  g ive  
t h i s  kind of t r a i n i n g ,  inc luding  r o l e  playing s i n c e  t h a t  s t r i k e s  u s  as being 
one of t h e  b e s t  ways t o  proceed. W e  might even have f i l m s  t o  show a t  t h e  
domici les .  

But w e  do be l i eve  without  ques t ion  t h a t  i t  has  t o  be done wi th  a l l  of 
t h e  people who are involved i n  t h e  opera t ion  of t h e  a i r p l a n e ,  t h e  cockpi t  and 
t h e  cabin  crew, so  t h a t  they w i l l  a l l  recognize t h a t  command i s  a very  lone ly  
p o s i t i o n ,  and t h a t  when it  comes t i m e s  t o  make a dec i s ion ,  i t  may no t  always 
be popular wi th  everyone. But i f  w e  can educate  a l l  of t h e  crew members t o  
t h e  r ecogn i t ion  of what i t  means t o  be a commander, and what i t  takes  on t h e  
p a r t  of t h e  rest of t h e  c r e w  t o  he lp  t h a t  commander, t h e  p o s i t i o n  w i l l  no t  be 
q u i t e  so lone ly .  When it  comes t i m e s  t o  make a dec i s ion ,  support  w i l l  be more 
r e a d i l y  a v a i l a b l e  - more cooperat ion w i l l  be  ev ident .  

I n  c los ing ,  one of t h e  th ings  t h a t  I have recognized i n  l i s t e n i n g  t o  
what a l o t  of you have given us  as t h e  b e n e f i t  of your knowledge and ex- 
per ience ,  i s  t h a t  t h e r e  are d i s t i n c t i o n s  t o  be made between a i r l i n e s .  What 
can and c a n ' t  be  done depends on t h e  economic c o n s t r a i n t s  t h a t  a l o t  of u s  
are  confronted wi th ,  and a l s o  t h e  s i z e  of our  a i r l i n e s .  

I ' v e  always been one who has  g r e a t  admirat ion f o r  t h e  Swiss. Anything 
they do they approach wi th  g r e a t  f i n e s s e ,  g r e a t  s k i l l ,  g r e a t  a t t e n t i o n  t o  
d e t a i l .  Anything they manufacture they  do on a l imi t ed  b a s i s  so they can 
c o n t r o l  t h e  q u a l i t y  of t h e  product.  I n  t h e i r  case, Nick Grob i n d i c a t e s  t h a t  
he handles  24 cap ta ins  a yea r ,  and he  uses ,  I be l i eve ,  50 route-qual i fy ing  
cap ta ins .  
as many c a p t a i n s  a year ,  and I would need 15 t i m e s  as  many route-qual i fy ing  
cap ta ins .  Also, I do i t  i n  6 weeks, and he takes  9 months. I ' m  a f r a i d  my 
q u a l i t y  c o n t r o l  is n o t  q u i t e  as good as h i s .  
c o n s t r a i n t s  i n  being a p r i v a t e  organiza t ion .  
end r e s u l t  - w e ' r e  looking f o r  t h e  bes t  product w e  can poss ib ly  t u r n  

I f  I equate  t h a t  wi th  my opera t ion  I ' d  be p u t t i n g  through 15 t i m e s  

I a l s o  have d i f f e r e n t  economic 
But we  are a l l  a f t e r  t h e  same 

out .  

W e  hope t h a t  t h e  two programs t h a t  I have ou t l ined  he re  today w i l l  be 
as good as t h e  b e s t ,  and i n  not  too long a per iod of t i m e .  

DISCUSSION 

CAPT. BEACH, Eas te rn  Ai r l ines :  Talking about  r e c r u i t i n g  managers, 
and t h e  idea  of someone who knows someone who would be a good one, w e  have 
probably a l l  done t h a t  s i n c e  year  1. Since you f i n d  t h a t  less than 
acceptab le ,  how do you r e c r u i t ?  Where do your managers come from? 

CAPT. CARROLL: W e  have i n  our  group he re  today a t  least one man 
who has  n o t  been a t  t h e  job  too  long,  and he  may c o r r e c t  m e  when I say  this .  
What w e  do now, i n  r ecogn i t ion  of how bad our  system has  been i n  t h e  p a s t ,  i s  
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screen  t h e  people  i n  each den. Each group of p i l o t s  ass igned t o  a manager is  
screened by t h a t  manager f o r  t h e  p o t e n t i a l  t h a t  he sees i n  t h e  ind iv idua l  f o r  
being a manager. The nex t  s t e p  is t o  d i s c u s s  them wi th  h i s  d i r e c t o r .  I f  
t he re  i s  no ob jec t ion  by t h e  d i r e c t o r  t o  t h e  use  of t h a t  i nd iv idua l  as a 
p o t e n t i a l  manager, then  an in t e rv i ew is  conducted t o  f i n d  out  what h i s  
i n t e r e s t  is. I f  he is i n t e r e s t e d ,  then  w e  w i l l  p rocess  him through a 
management eva lua t ion  by our people i n  Chicago, psychological  t e s t i n g ,  e tc .  
Not too d i s s i m i l a r  t o  what w e ' r e  t a l k i n g  about wi th  t h e  new h i r e  approach, 
except  t h i s  i s  new management. 
from t h e  psychologis t  and t h e  candida te  i s  s t i l l  i n t e r e s t e d  - w e  then put  
him through t h i s  management t r a i n i n g  program. It could be t h a t  c u r r e n t l y  
t h e  b e s t  candida te  f o r  a vacancy is from M i a m i  and t h e  vacancy is  i n  S e a t t l e .  
This  would mean t e a r i n g  up t h e  ind iv idua l  and h i s  family,  paying f o r  t h e  
move on t h e  p a r t  of t he  company t o  g e t  him ou t  t o  S e a t t l e  and then perhaps 
when he g e t s  i n t o  t h e  job  d iscover  t h a t  it wasn't  h i s  cup of tea.  
l i k e  being a manager. 

I f  t h i s  a l l  pans ou t  - w e  g e t  good feedback 

H e  d i d n ' t  

So, t o  avoid t h i s ,  w e  are s t i l l  i n  t h e  p o s i t i o n  of us ing  p r imar i ly  
people from wi th in  a domici le  as much as w e  always have, but  now we  do i t  on 
t h e  b a s i s  of a much more s e l e c t i v e ,  much more d e t a i l e d  approach. Not t h a t ,  
" I ' ve  known J o e  a l l  my l i f e  and w e  p lay  golf toge ther  and w e  go t o  c o c k t a i l  
p a r t i e s  toge ther  and we're good f r i e n d s  and, t h e r e f o r e ,  I ' d  l i k e  him t o  work 
f o r  me.' ' Tha t ' s  how most of i t  w a s  done i n  t h e  p a s t ,  inc luding  second, 
t h i r d ,  and f o u r t h  l e v e l  promotions, bu t  no t  anymore. 

Since 1976 w e  have had a s e n i o r  v i c e  p re s iden t  who t akes  an  e n t i r e l y  
d i f f e r e n t  approach t o  success ion  planning. The ears of people  who are on 
t h a t  success ion  p lan  should burn because w e  go through a d i scuss ion  several 
t i m e s  a year  on those  ind iv idua l s .  W e  d i scuss  whether they s t a y  where they 
are i n  t h e  p lan ,  o r  whether they are moved o f f .  

I ' m  ve ry  proud of t h e  f a c t  t h a t  w e  have a ve ry  f i n e  system r i g h t  now. 
I t ' s  been i n  ope ra t ion  f o r  3 years .  
i t  should be.  We've g o t  i t  p ro jec t ed ,  on a t e n t a t i v e  b a s i s ,  5 yea r s  i n t o  
t h e  f u t u r e  t o  account f o r  a l l  of t h e  recognized a t t r i t i o n  t h a t ' s  going t o  
t ake  p lace .  

About 5 yea r s  from now it  w i l l  be  what 

That ' s  a l s o  how we  program t h e  t r a i n i n g  through va r ious  phases f o r  a 
manager, based on t h e  p o t e n t i a l  they 've shown. 

CAPT. BEACH: May I ask you one more ques t ion  on t h a t .  When you 
come i n t o  t h e  program as a bottom-level manager, have you a goal  t h a t  
you ' re  looking a t ,  o r  do they j u s t  f l o a t  as t h e i r  a b i l i t y  d i c t a t e s ?  

C U T .  CARROLL: Personal ly  they may have a goal .  The company has  
no goa l  f o r  them a t  t h a t  p a r t i c u l a r  t i m e ,  n o t  u n t i l  they  prove themselves. 
U n t i l  they f i n d  out  i f  they r e a l l y  want i t ,  and w e  dec ide  w e  want them t o  
cont inue.  It is  no bad t h i n g  f o r  an ind iv idua l  t o  go back on t h e  l i n e .  
I know your system is  a r o t a t i o n  system. 
of a n  advantage i n  being a manager and t h e r e ' s  no ques t ion  t h e  working 

Economically t h e r e ' s  no t  t h a t  much 
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cond i t ions  are a l o t  worse from t h e  s tandpoin t  of t i m e  o f f .  
has  a goa l  f o r  them when they  start t o  show p o t e n t i a l .  They ' l l  probably 
recognize t h a t  t h e y ' r e  showing t h a t  p o t e n t i a l  by t h e  assignments t h e y ' r e  
given,  by t h e  t r a i n i n g  t h a t  t hey ' r e  given,  by t h e  cha l lenges  t h a t  are 
addressed t o  them. But t h a t  t akes  t i m e .  A t  least i t ' s  a formalized manage- 
ment program and t h e r e  are products  of t h a t  program i n  t h i s  room r i g h t  now. 
Four of them t h a t  I can see, who have been p a r t  of t h a t  system s i n c e  i t  
s t a r t e d ,  and I th ink  t h e y ' r e  p r e t t y  f i n e  people.  
than w e  were when w e  f i r s t  s t a r t e d  ou t .  

But t h e  company 

We're doing a l o t  b e t t e r  

JOAN GALLOS, ASSISTANT TO LEE BOLMAN: You mentioned a problem t h a t  
w a s  r e f e r r e d  t o  yesterday,  namely, t h e  growing p o t e n t i a l  problem of cockpi t  
cohesiveness wi th  t h e  i n t r o d u c t i o n  of women and also some of t h e  m i n o r i t i e s  i n  
the  cockpi t .  
program t o  s u r f a c e  and d e a l  wi th  some of those i s sues?  

I wonder what you ' re  doing i n  t h e  redes igning  of your t r a i n i n g  

C U T .  CARROLL: I don ' t  know t h a t  I can say w e  are  address ing  i t  
s p e c i f i c a l l y  i n  t h e  area of females and m i n o r i t i e s ,  because I don ' t  t h i n k  w e  
ever  want t o  address  i t  t h a t  way. I t h i n k  what w e  want t o  do is  address  i t  
as t h e  cockpi t .  Of course ,  w e  have t o  have t h e  r ecogn i t ion  t h a t  t h e r e  are  
ing red ien t s  t h a t  go i n t o  i t ,  but  w e  don ' t  want a program t h a t  says ,  "For 
t h i s  p a r t i c u l a r  manager, who may have women assigned t o  him, a d i f f e r e n t  
approach t o  th ings  is  needed." 

So f a r ,  w e  have 2 1  women i n  our system and 48 o r  49 minor i t i e s .  
address  myself s p e c i f i c a l l y  t o  t h e  women. They have done a n  outs tanding  
job .  One of t h e  women i n  our f i r s t  class w a s  t h e  daughter  of one of our 
DC-8 c a p t a i n s .  A t  t h a t  p a r t i c u l a r  t i m e  about  3,500 o r  3,600 people had been 
processed through t h e  system and had been t e s t e d ,  and she  had scored the  
second h ighes t  of t h e  3,500 people.  

I'll 

I hones t ly  b e l i e v e  t h e y ' r e  doing a f i n e  job.  I don ' t  know how many of 
you read t h e  book "She ' l l  Never G e t  Off The Ground" w r i t t e n  by Rod Se r l ing ,  
but t h a t  addresses  i t s e l f  t o  t h e  f i r s t  woman a i r l i n e  p i l o t  and a l l  of t h e  
emotional involvements. The problem is t h e r e ,  bu t  I don ' t  t h i n k  t o  t h e  
degree t h a t  i t ' s  been magnified.  What w e  are doing t o  address  t h e  problem, 
without  being s p e c i f i c  about females and m i n o r i t i e s ,  i s  t o  address  t h e  
cohesiveness quest ion i n  t h e  cockpi t  i n  genera l .  We t h i n k  t h a t  as a r e s u l t  
of our  command t r a i n i n g  approach and t h e  exposure of a l l  t h e  o the r  people i n  
t h e  cockpi t  t o  t h e  same information,  a l l  have an  awareness of t h e  a rena  i n  
which w e  ope ra t e  and t h e  need f o r  cohesiveness .  W e  have examples of what can 
t ake  p l ace  i f  w e  don ' t  have t h e  cohesiveness  i n  t h e  cockpi t .  
s p e c i f i c a l l y  address  t h a t  p a r t i c u l a r  area, because w e  don ' t  t h i n k  w e  should.  
W e  t h i n k  w e  should t a k e  i t  as one problem and no t  two. 

So w e  don ' t  

MR. MURPHY, NASA: You mentioned t h a t  you e i t h e r  are o r  intend t o  
t r a i n  i n  decisionmaking and problem ana lys i s .  Is some of t h a t  being taught  
now i n  classes? 
success  do you have? 

Would you say  a l i t t l e  more about  t h a t ,  what kind of 
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CAPT. CARROLL: W e  w i l l  address  it i n  t h e  command course.  I 've 
been through a course  on problem a n a l y s i s  and dec i s ion  making. 
address  i t  as it p e r t a i n s  t o  t h e  gene ra l  ques t ion  of problem a n a l y s i s  and 
dec i s ion  making, but  more s p e c i f i c a l l y  t o  t h e  type  of ques t ions  and problems 
t h a t  would arise wi th in  a cockpi t .  

W e  w i l l  no t  

W e  w i l l  preserrt some theory on t h e  s u b j e c t ,  and then  w e ' l l  go i n t o  r o l e  
playing.  To f o r e c a s t  t h e  success  of i t ,  I t h i n k  is something w e  are no t  
going t o  be a b l e  t o  do r i g h t  now. Not because 
i t ' s  u s ,  bu t  because of t h e  people w e ' r e  working wi th .  A l l  f l i g h t  crew- 
members, those  i n  t h e  cockpi t  s p e c i f i c a l l y ,  are a c u t  above t h e  average,  i n  
many r e s p e c t s .  They a l s o  have had a p r e t t y  high s tandard  of l i v i n g ,  so  they 
move i n  p r e t t y  f i n e  c i rc les  and p i ck  up a l o t  from t h e i r  travels and people 
wi th  whom they a s soc ia t e .  I t h i n k  t h e y ' r e  a n  e a s i l y  t r a i n e d  group and 
t h e y ' r e  hungry f o r  t h i s  kind of information.  

I t h i n k  w e ' l l  be  good a t  i t .  

I t h i n k  w e  should be success fu l .  
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