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Jerry Barrett: This is Jerry Barrett talking. Today's 
date is April 11, 1986. I'm interviewing Colonel Frank Borman in 
his office at Eastern Airlines in Miami. Colonel Borman, why 
don't you start by talking a little bit about what you did before 
you came to Eastern?

Frank Borman: Wei-t-T— spent; Eet's sTartr-ove*-. I 
graduated from the Military Academy at West Point in 1950 and went 
into the Air Force. I spent about 12 years in the Air Force. Got 
a Masters Degree in Aeronautical Engineering at California 
Institute of Technology and then joined NASA as an astronaut in 
1962. I participated in two space flights Gemini 7 and Apollo 8. 
And I was a head of a re-definition/re-engineering team for the 
fire for— the— r e-engineering— of-irfre Apollo spacecraft after the 
fire in 1967.

I joined Eastern in 1970 as a Vice President in the 
Operations Group and advanced through the different grades, Senior 
Vice President and so on, President, until finally I became Chief 
Executive Officer. I think it was in 1975.

Jerry Barrett: Someone mentioned that im— the early
cot &  A L—assignment you had^was to negotiate with the pilots.

Frank Borman: One of the first assignments I had when I 
came into Eastern, the pilot work force had been on slow down, and 
there was an impasse between the management and the pilots and I 
was assigned to break that impasse.

Jerry Barrett: Had you ever had negotiation experience
before?
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Frank Borman: I had never had direct negotiating

experiences before. Although, in my career in the Air Force I had 
supervised organized groups and I had worked with the unions at 
North American subsequent to the fire. But I had never been 
responsible for negotiating.

Jerry Barrett: Can you make some sart o-f gross contrasts 
with what you found at Eastern when you arrived here -that many 
years ago and the way it looks today?

Frank Borman: Well, I think Eastern, as is the
. , . ouAclindustry, is a much leaner organization than it was in 1970 o*-71.
Particularly since de-regulation the demands of the market place

fewer officers. The management has been slimmed down, perhaps 
even a little too much. But we have a much more aggressive and a 
much flatter organization than we had in 1970.

Jerry Barrett: What about in terms of equipment? Is 
that greatly different?

Frank Borman: One of the big challenges that Eastern
faced in the middle 70's was ■to-.--Efumber ongy- we had very large
debt. I think about the largest in the industry. Our fleet was 
the oldest and our service was the poorest. We made a study in 75 
about what to do with the airline because the challenges were

decision -t&migb- to try to revamp it and retain and grow our market 
share. We recognized that we'd have to do that with debt but debt

f? vr\was unattainable lay us because our credit rating was so poor. As

have made a great change in the industry. far

enormous So we made a

a matter of fact, the banks had threatened to throw us into
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essentially bankruptcy in 75. The only place we had to look was 
to cut the labor costs which were inordinately high at Eastern, as 
they were across the industry. But we were worse than anybody.
And so we really had to undertake our modernization and service 
improvement using the only resource that was available which were 
the employees.

Jerry Barrett: Some of the arrangements -maeie— for, in the 
early years, for new equipment were guttsy decisions I take it.

-Th ra tr~

Frank Borman: Well, we involved the employees early on 
in a wage freeze in 75 in return for profit sharing. And then in 
76 we started with the Variable Earnings Program where the 
employees risked 3 and 1/2 percent of their salary to make certain 
that the company would report a 2 percent of sales profit. With 
that kind of back stopping, I was able to get financing. And with 
that available we could begin to get rid of the Electras and bring 
in some new 121's. And then we had a wonderful opportunity to get 
some A300's at a very, very favorable financing rate. -And so ,- yetr 
Ĵ t all pyramided or boot strapped off of the employees willingness 
to go along with the Variable Earnings Program.

Jerry Barrett: I interviewed Bob Evans yesterday and he 
explained the employee compensation, the various arrangements that 
were made. That's extraordinarily complicated.

Frank Borman: It is. 
had been able to keep in place 
would have been in good shape.

t i i y U f•We should have; we read^y^f we 
the Variable Earnings Programme 
But then the machinist's union



-4-
under Mr. Bryan, came to look upon, and really he ran against the
incumbent who had negotiated that with the company, as a give back 

k e- <n 'and -tire wanted equity^ something er deb-b in response for their so
called give ups. And that's when things began to get
extraordinarily complicated. Because the debt that we had put in
place, that was really back'stopped by the Variable Earnings
Program^ was still there, and then the Variable Earnings Program
became to be,-—yoa- know,, eroded by the machinists union. The other
three groups, the non-contract, the pilots and the flight
attendants were all very willing to keep it in place. So the
basic cause for the complexity was the machinists union.

Jerry Barrett: How did Bill Usery get involved in this?
Frank Borman: Bill Usery got involved because -in—±SH3~7 

-actually even—beiore—tha-t,— we-were -farced with -a-̂. starting in 82, 
we had all three other groups in line. By this time de-regulation 
had really taken hold and in the market place Eastern suffered the 
most because our particular market place up and down the East 
Coast was the most vulnerable. We had Air Florida first, the 
Peoples Express, you name it. And we were struggling with very, 
very low labor cost carriers on our major routes.

The other groups, as I said, were all willing to 
negotiate reasonable increases or the continuation of the VEP but 
Mr. Bryan was not. We were at loggerheads with the IAM for I 
don't know over a year. And finally in desperation, I had always 
maintained a good relationship with Mr. Peter^Paul and Whimpsinger 
in the International, and we g-us-t got to figure some way to talk



-5-
some sense into this and they recommended that I contact Bill 
Usery and that's how we got him. He was recommended by the IAM.

Jerry Barrett: Was there a definition of his role at the 
beginning?

Frank Borman: Well, actually, I think I got ahead of my/i 
He really came on the scene after. In 83 we accepted a wage 
settlement from the machinists union that we simply couldn't fund. 
It resulted in a 32 percent increase or what they called industry 
standard. And yet through the terms of not (interruption) 
resulted in a 32 percent increase. And as I said we had the other 
groups already in line. And the machinists threatened to strike 
and we folded at the last minute and accepted the 32 percen^ cause 
the alternative to that was Chapter 11. We only had 12 days cash 
and a strike would have put us in Chapter 11. Now that was 
probably the crucial decision in the last five years at Eastern 
Airlines, to fold, O^nd then the next day go to the machinists 
union and say " Ok, look we get something we couldn't afford now 
how do we get it back?" And in giving it back they demanded debt. 
They demanded equity and everything else rather than simply give 
up.

And management could be faulted severely, I think for 
making t̂rhatr on-^one hand^— mak-irvg that decision to fold. And yet on 
the other hand̂ , I think the instinct of management is for survival. 
And we had brought in imminent bankruptcy operators and they had 
briefed the Board that we could not handle a strike. Our own cash 
management said we couldn't handle a strike. We even sent people



-6-
-fo

to Northwest Airlines^examine how their cash depleted in their 
series of strikes. And it was quite clear that on that model we 
couldn't have made it. Now you could say well alright under that 
circumstances the management should have gone ahead and taken the 
strike and put it in Chapter 7. But we opted to try to preserve 
the jobs and the company and we did. That was the most difficult 
decision of my life. And one for which I really have lost, I lost 
at that time a great deal of respect for the machinists' union.

Jerry Barrett: As I understand it then, as soon as the 
agreement was reached with them, you immediately began talking 
with them again about -

Frank Borman: Give backs. The next day. Cause we 
couldn't afford what we signed for but the alternative to that was 
bankruptcy.

Jerry Barrett: There was more than a little bit of 
disillusionment on the part of other employees when that 
happened.

Frank Borman: Yes, there was. I lost, personally, a 
great deal of credibility because the other employees were all 
prepared to fill in and to run the airline. But there was no way 
that we could have maintained any semblance of service from the 
stand point of mechanical reliability. And it would have been a 
disaster.

Jerry Barrett: That was a tough decision.
-th-jrftk— it was the--r4-gfet^d^jc¿sion but personally, it was -a- -tough--
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Frank Borman: That was a bad deci-, I mean a tough 

decision. I think it was the right decision but personally it was 
a tough one.

Jerry Barrett: Well then it was the summer following 
that that Usery arrived on the scene.

Frank Borman: Right. Because no sooner had we started 
that then we had to go into another set of negotiations you see 
because we had allowed that go so long.

Jerry Barrett: What was the definition of what he was
supposed to do when he first started?

Frank Borman: Well we were at this pointy the settlement 
with the machinists’ union de-stabi1ized all the other groups as 
you pointed out. So we were then at the point where we were going 
to clearly have to cut labor costs across the board. And his job 
was to try to formulate awequitable agreement for all parties 
concerned that would allow the airline to succeed.

Jerry Barrett: Big job.
Frank Borman: It was a big job.
Jerry Barrett: There were a couple of other things I 

wanted to ask you about that took place a little earlier than that, 
like the PATCO th:

Frank Borman: Oh that had an enormous impact on the

about that took place a little earlier than that̂  
ling. Did that have a big impact on

airline because of course all of a sudden the product that we have 
on the market place was cut severely. And we had lay offs. And 
it increased our expenses by a hell of a lot.
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Jerry Barrett: I saw an interview of you just recently 

in which you talked about safety and—some of the questions went to
-the- f  a e t —feh
r~ l-i.l. a t-.wvn

-at—maybe that's when adri— these problems—starteid-*— Be— -

_T-et—
joa-jor— thinjg--that those— two events did?----Impacted the. - i -1m s o r r y ,
let me back up.-- 1 know the point I was~luuklng for now.--¥-ee
referred to it ac bolrug^ de-regulation^ as being anti-labor.

Frank Borman: It was.
l&jH;y Barret m  h ow do ybtr -
Frank Borman: In the shortest term it was anti-labor 

because, the only real controllable, the major controllable cost 
that management has in this industry is labor. At one time it was 
about 40 percent of our cost. The rest being fuel, landing fees, 
commissions, that you don't really have a great deal of control 
over. So by placing the industry in a free market mode, they made 
labor part of the competitive picture. Labor doesn't like that. 
And in essence it was anti-labor because it cast labor into a mode 
that they have -doee -a— g^eat dea3r-of,— ha“ve- made a whole career of 
trying to avoid.

Jerry Barrett: In the discussions in Congress and 
elsewhere, did Eastern participate in trying to influence how
de-regulation would be implemented?

Frank Borman: Well, we participated vigorously in 
opposing de-regulation. And at that point, and this was in the 
middle 70's, of course -our most— vadruatrte-, our most valuable asset
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other than our employees,—-wa-s the-̂  were our routes. Our routes 
were franchises and they could not be invaded. And all of a 
sudden over night they were worthless. So we started de
regulation with a hell of a lot greater burden than most of our 
competitors.

Jerry Barrett: Simply because of the routes that you
had?

Frank Borman: No, simply because we had the debt 
structure and the old fleet that we were just up-grading. And 
when the starting gun was sounded for de-regulation some carriers 
had a history of good balance sheets and modern fleets. So the 
race was unequal from the beginning because of the history. And 
I'm not bitching about that, it's just the way it was.

Jerry Barrett: Before de-regulation took place did you 
anticipate as many as problems.as=w

Frank Borman: If you go back and read what we started 
writing since 76, we've predicted every single thing. The answer 
to your question is yes.

Jerry Barrett: It doesn't make it any better.
Frank Borman: It doesn't make it any better. And it was 

clear in 75 that if this airline was going to survive and 
modernize it was going to have to be done by lowering labor costs. 
Nobody had to be a genius to understand that. I understood it.
And that's been the strategy since 75.

Jerry Barrett: -Has— there-heen a lot of-^Gjiven the fact 
that you and other parts of management were making predictions
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Aback before de-regulation that this would be the outcome/ as 
there been a lot of frustration in trying to convince other
people like the machinists. artd=—

Frank Borman: Yea, well I think organized labor, not 
just in the airline industry but across the board in the company, 
has been extremely short sighted in trying to deal with the 
realities of the market place. Whether it's the steel industry or 
whatever they have a philosophy of almost akin to George Wallace's

u'never, and they often wait too long before they finally make the 
moves. I don't think they have a philosophic base to deal with 
the competitive market place. I think they're in for big 
troubles unless they recognize the fact that they are part of the 
competitive picture. And the ideal sense would be to recognize 
that and then strike a middle course in dealing with it. There is 
a great deal of inherent suspicion and there is a great deal of 
inherent mistrust in the labor group. And it was very difficult 
to dispel, particularly in the machinists' union.

Jerry Barrett: Is that simply because they try to be 
democratic? -They—havo—

Frank Borman: Well, I think that's part of it. But, you 
know, they have to respond to the lowest common denominator from
the stand point everybody wants more. And it's very difficult to

~f oexplain -fefee the more menial job holders why indeed they're part of 
the competitive picture in working. But also in the particular 
union here, the machinists' union here at Eastern, some of their 
advisors, Randy Barber and so on, are little better than



socialists .0#  at tebrë' best. And the idea that they came up with 
was really for re-structuring not simply the labor costs but re
structuring the whole industry or the corporation. Indeed re- 
structuring the economic prototype of the country^ With worker 
ownership and the idealized socialist input. So it became very 
difficult to deal with because in essence we were dealing with Mr. 
Bryan who was a leader, who was heavily influenced by a very 
radical advisor.

Jerry Barrett: Some of the things that go under the 
title of employee participation are favored by you I take it.

Frank Borman: Oh, I think very much so. I'm very 
strongly in favor of employee involvement. And as I said, if we 
would have had^modicum of trust we would have been able to do a 
hell of a lot better. And on the individual basis a great many of 
the subordinate union leaders, as well as a lot of the employees, 
recognize that. But I think employee involvement is very good but 
I don't believe that you can 5imP1Y dismantle the structure or the 
discipline that needs to exist in a company where you are dealing 
with human lives as we are.

We probably went too far in management's enthusiasm to

-11-

show our willingness to cooperate We removedjjlast Summer^)about 
40 percent of the operating management and I think that was a big 
mistake.

Jerry Barrett: You're just cutting yourself too thin. 
Frank Borman: Yea^—ee-t' LbT> ERin. Depending upon the

lead men and really the individual worker to somehow monitor
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himself. In an idealized situation, that may well work. In this 
case we took steps too fast. We offered early retirement and cut
back. And it simply wasn't the union isn't
really in essence isn't equipped to do that. We found ourselves 
depending upon the union to influence production rather than our 
management group. In other words, if you had problem somewhere 
you'd go see the shop steward. If the shop steward feels good 
this day, you get production. If he doesn't, you don't. And it 
is not, nor will it ever be in my mind, an adequate or good way to 
manage a company. But that doesn't mean you shouldn't have 
cooperation and you shouldn't have employee involvement. And that 
we shouldn't have a joint understanding of what the requirements 
are and what the working conditions are and so on. But we just 
went a little too far.

with a good employee involvement program here. And I'm hopeful 
that the unions will play a fundamental role in it. I'm simply 
saying that in our rush to do it we probably went too far.

Jerry Barrett: Has it been more of a problem with the 
machinists?

Jerry "TJaiLtiLL-i--mhan up.th the other groups.
Frank Borman: Yes I think the machinists have been the 

greatest problem that we faced. There's no effective leadership. 
The flight attendant union is not a cohesive union. The pilots 
are a very cohesive union but the pilots have such a great stake

Now it's correcting and I think eventually we'll end up

ÌTr'aiik 'Borman:— Y es.
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in the future of the company that even though at time they
radicalize (interruption).) The pilots are so tied to the company

line,.that they really, in the final analysis, almost have to -. And
they have been responsible. They1ve~CbTtTe into. Every once in a 
while they come under control of radical leaders but somehow in 
the final analysis the pilots always make the adjustment at 
Eastern and they have. Sometimes its very, very frustrating and 
you would think that people with their background and maturity 
wouldn’t require to go through that. (Interruption)

So I was just saying that the pilots in the final 
analysis have always come through. But it's been frustrating at

& f <u/

times because the -.— Most unions and particularly the pilots'
union is almost totally controlled by a smaller group of people

0 ^that take an interest in it^( are usually leaders. You get good 
ones and bad ones, just like you do in management. I think that 
overall they've been responsible.

Jerry Barrett: I imagine it's easier for you to 
establish some rapport with that group?

Frank Borman: I think it may well be because I am a 
pilot. On the other hand^ii—yon-^take— a— you ought to take a
look at some of the employee surveys that we did back in the 78-79 
period. They were standardized, scientific. Almost every

pemployee it was a great place to work and so on. And I think
that Evans or somebody has those down there. So I think we had a



-14-
good rapport and it really fell apart when we caved to the 
machinists' union. That's when we began to have the basic 
problem.

Jerry Barrett: It's too simple, I take it, to say that 
Bryan and you have a personality clash.

Frank Borman: I don't have a personality clash with 
anyone. I can honestly say that. I think that the machinists' 
union has been very, very short sighted. And I think I'm more 
disappointed, really, in the' international leadership than I am in 
Bryan. Bryan is a man of a lot of charisma, limited experience, O.̂ c 
heavily influenced by a radical. And he was completely 
uncontrollable by the" international union. So I think that far 
from having a personality clash with Bryan or anything else, I 
have a great disappointment in the inability of the international 
to control a runaway situation.

Jerry Barrett: Do you ever think back when you came with 
the airline, you would have been better off to go to United?

Frank Borman: No. I think this is a great airline. The 
challenge was here. And the very fact that we were able to 
You know this airline now has got a modern fleet. We had an 
almost break even in March when most airlines were going down the 
tubes. We've survived the greatest assault of non-union carriers 
of anybody. Our market share is growing. We're in South America, 
we're in Europe. And I think that I've had a wonderful 
opportunity here. The airline, of course, now will be under new 
ownership but nevertheless it will operate as a separate entity.
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And I think it's stronger than it was before we sold it. No 
regrets.

Jerry Barrett: That's ieally yood. That's really good 
to hear. Do you ever feel that the kind of image that tends to 
cluster around you raises people's expectations about what you
can do? -And that—i-6---t-o--say — ■

Frank Borman: Well I think there's some of that. I 
think that's probably true because of the fact that I was part of 
a very successful NASA program before ^  came here.

But I really believe that the success at Eastern has been 
against greater odds than we had in the Apollo program. Because 
the— bh-ing when you k-now you say you're disappointed in the union 
or in organized labor, you have to recognized that we have really 
urged and pointed and demanded that they take a role that was 
completely foreign to their ideology. Give backs, down. This is 
something that the American labor movement has not understood 
since World War II. So we were breaking 1 new ice. So that's 
why I get a little upset when I hear people say, 1 you know, 
you're against organized , labor . It's nonsense. I 
understand, I'm disappointed in the fact that there wasn't enough 
intellectual enlightenment to accept the reality and adjust 
before.

But there's no sense kidding yourself that they have made 
enormous changes that are totally contrary to their philosophy.
And that's been the key to the whole thing.
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Jerry Barrett: And you actually did that before any 

other company
Frank Borman: Yea, we started that in 75.
Jerry Barrett: Many companies didn't do that, not just 

in the airline industry but didn't do it until the 80's.
Frank Borman: No, see the company that's done it most 

successfully has been American. They've taken their labor content 
down from over 42 percent of their total cost to 33 percent of 
their total cost over a period from 78 through 83. But they did 
it by simply getting the cooperation of their unions. And the 
TWU and Allied Pilots at American were the most farsighted groups 
and they have done the best for their employees in the long run. 
Sure they're a two tier system. Some of the other things may not 
have been in keeping with again the solid tenants of organized 
labor, which is more, more, more. But they have assured their 
employees of a secure future and an expanding airline.

Again I v̂ ould not be here to tell you that the unions did 
that because they were intellectually attuned to reality. They 
did it because American had the economic muscle to force them to 
do it. And we didn't have it.

Jerry Barrett: You're arguments were just as good, you 
just had, in the final analysis the -

Frank Borman: Sure. American did it better. That's 
exactly right we didn't have the ability to take a strike. You 
said it!
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Jerry Barrett: Hard decisions are easier to make when 

the alternatives are limited.
Frank Borman: That's right.
Jerry Barrett: And you didn't find yourself in that 

situation in dealing with your unions.
Frank Borman: Well we just didn't -simply have the 

ability to take a strike. F-t would-have been-,— F-4̂ hirik_̂ _iĴ _w£uild--- 
-haver—beerr-. Had we had a stronger economic base we would have had 
a more favorable outcome. And yet as- on the other hand as I said, 
you know, by most of the standards of judging social worth, we've 
done a pretty good job. Our jobs are intact. Our company is 
intact. Our fleet is modern. Our operating profits are good. It 
was all done with borrowed money but if we didn't borrow the money 
there wouldn't have been any airline, so. t

Jerry Barrett: Has your was-of managing^changed much 
over these years?

Frank Borman: Well I was much more hands on to begin 
with,and I think that may have been one of the -. I've backed off 
now and Joe Leonard is the President running the airline more on a 
day to day basis. So, I'd say yes it has changed. It's very 
difficult to--. One of the most important things of any manager 
is to prepare for a successor. So you can't keep managing that 
way and just have a step function change. We've tried to bring up
someone to take over. So I've backed away in the^two years.

Jerry Barrett: Has that been hard to do?
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V AFrank Borman: Not really. I think that's Joe's is a 
fine -'.u And I've tried to support him and it's been hard to do in 
some cases. The FAA fine and the maintenance performance has been 
very difficult for me to back aad- watch without getting actively 
involved in. So the answer to your question is, in some ways but 
not too much.
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Jerry Barrett: Looking at it rationally, you can see the -f  o ̂  K s ot'-ei’-  r  * s p o s / W / 7 ^  ¡o u 'f 'yA « V- o/»e s * * ~t 
purpose of, î , make$ it a little easier to do. it’s something

j 0 ^that you have^ manage^yourself, it’s easier to continue to do so.
Frank Borman: Yea. But on the other hand, you have to

prepare, I think any leader's most important function is to 
prepare for succession. And we've had about a two year period now 
preparing for it.

Jerry Barrett: Can you talk a little bit about the
period earlier this year the negotiations with the three unions
and ultimately the resolution of that?

Frank Borman: Well that was a very difficult period 
because we were faced with a severe deadline from the standpoint 
of our creditors. We were faced with three separate groups that 
were at odds with one another really. It was probably one of the 
more complicated negotiating challenges that industry has ever 
faced. And had we not had two things, I think Bill Usery did an 
enormous job there. And , of course, then the other forcing
function was the threat of the Texas Air offer which brought 
reality particularly to the pilots. Again we were dealing with an 
intransigent leadership in the machinists' union. So we didn't
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aj> "trt} diek>‘-t win everything but we got three out of four. We 
wouldn't have gotten those had it not been for Usery and for Texas 
Air .

Jerry Barrett: Was that a major disappointment to you 
that the Texas Air offer had to be accepted?

Frank Borman: Well it was a disappointment in a way.
But if you're really concerned about the future of the airline, as 
part of the Texas Air group with Continental and Eastern being 
able to be strategically directed by one source. I think we're 
better off than if we had been on our own alone. And if you 
really take a look at the long term, from a rational non
prejudice view, we're probably alright. Sure it was a 
disappointment but as I look at the future it's probably better.

Jerry Barrett: If you contract the negotiations you 
engaged in when you first came to Eastern with the pilots, you 
referred to earlier, and your recent participation in 
negotiations, have you learned a lot? About the process itself?

Frank Borman: I've learned an enormous amount. I was a 
real babe in the woods in 1970 when I came here. And I now 
understand, after 16 years. If I hadn't, I'd be pretty thick.

Jerry Barrett: What kinds of things? Can you be 
specific about that? Or is it more intuitive kinds of things? -G&- 

ts rtr-̂
Frank Borman: Of course I know much more about the 

contract. And much more about the business as such. As my role 
in 70 was almost as a mediator, a facilitator, not as a
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negotiator. I really arbitrated between the management position 
and the pilot position because I simply wasn't up to speed on the 
business. But I was given a job to do and I did it. I think a 
lot of people felt that we gave too much to the pilots at that 
time and they may be right, I don't know. That's true after any 
labor negotiation is settled. Some people say it was too much and 
some people say it was too little.

Jerry Barrett: A lot of quarterbacks, Monday morning, 
tell you how it should have been done.

Frank Borman: Yea.
Jerry Barrett: You have, it seems to me, pretty good 

interpersonal skills. Is that a big part of what you do in 
dealing with the unions?

Frank Borman: Very much so. Not just with the unions 
but with people. With your staff. With the employees. With the 
customers. You have to like people.

Jerry Barrett: You have, it seems to me as a consumer, 
done a good job of communicating with the u- ,

Frank Borman: Well, when we started in the middle 70's, 
Eastern had the worst consumer record of any airline. And in the 
10 year period that I've been here we have had consistently a 
better consumer complaint record than American, than United, than 
any airline except Delta. So we changed that too. And then we 
tried to project it to our customers. And that's not easy to do 
but that was the reason for the advertising.
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Jerry Barrett: Was that a hard thing for you to do, put 

yourself out in front?
Frank Borman: No.
Jerry Barrett: And do TV ads or whatever.
Frank Borman: No. It was easy. I didn't suggest it but 

the advertising agency suggested it. And I was happy to do it. I 
never done it for anything other than Eastern but it was easy to 
do for Eastern. After all I've lived, breathed this airline for 
16 years so it really wasn't a problem.

Jerry Barrett: A lot of decisions that are made at your 
level have to do with personnel questions. That is to say, 
putting someone in"^**s position. Have you been generally 
satisfied with that, your own intuition about whether a person -

Frank Borman: Well, I seldom am the initiator for that. 
These are recommendations that come up to me from the people who 
have the responsiblity for their organizations. I can't ever 
remember telling someone to do this or do that from 
standpoint. I have disapproved some moves or approved some moves. 
In dealing with the people that report to me directly, again I 
consult with the Board of Directors. I consult with other people 
in the office of the Chairman. What you've just discussed, the 
termination of anybody directly, is the most difficult management 
job. But I've had to do that a lot and I've done it.

Jerry Barrett: That was more so in the earlier years?
Frank Borman: That's correct. We made major changes in 

,7̂ , 75 and 76. But it's continued. Not everybody stays at peak
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performance. You have to be humane and decent with people but you 
have to make certain your organization responds.

Jerry Barrett: Your early experience as a military 
officer and an engineer really emphasizes a part of a persons 
brain at: that is mostly intellectual and rational and yet a lot of 
the job you've had more recently is another part of that -

Frank Borman: I think that from the military 
particularly it's not simply intellectual and rational. I think 
in the military you have as much of the interpersonal requirements 
as you do in management. Military doesn't simply respond to 
orders, you have to engender in you^people the confidence in your 
leadership. So I don't think that there's any problem there.

Jerry Barrett: I promised not to take a lot of your
time—

Frank Borman: I'll be happy to talk to you again. So, 
have you got anything else.

Jerry Barrett: No. That's it for right now. Tuank you.
Frank Borman: You're welcome.
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Jerry Barrett: This is Jerry Barrett talking. 
Today's date is April 11, 1986. I'm interviewing Colonel 
Frank Borman in his office at Eastern Air Lines in Miami. 
Colonel Borman, why don't you start by talking a little bit 
about what you did before you came to Eastern.

Frank Borman: I graduated from the Military Academy 
at West Point in 1950 and went into the Air Force. I spent 
about 1? years in the Air Force. I got a master's degree in 
Aeronautical Engineering at the California Institute of 
Technology and then joined NASA as an astronaut in 1962. I 
participated in two space flights: Gemeni 7 and Apollo 8. 
And I v/as a head of a re—definition/re—engineering team for 
the Apollo spacecraft after the fire in 1967.

1 joined Eastern in 1970 as a Vice President in the 
Operations group and advanced through the different grades. 
Senior Vice President and so on, President, until I finally 
became Chief Executive Officer. I think it was in 1975.

Jerry Barrett: Someone mentioned that an early 
assignment you had at EAL was to negotiate with the pilots.

Frank Borman: One of the first assignments I had 
when I came into Eastern, the pilot work force had been on a 
slow down, and there was an impasse between the management 
and the pilots, and I was assigned to break that impasse.

Jerry Barrett: Had you ever had negotiation
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experience before?
Frank Borman: I had never had direct negotiating 

experiences before, although in my career in the Air Force, I 
had supervised organised groups. I hagl also worked with the 
unions at North American subsequent to the fire. But I had 
never been responsible for negotiating.

Jerry Barrett: Can you make some gross contrasts 
with what you found at Eastern when you arrived here many 
years ago and the way it looks today?

Frank Borman: Well, I think Eastern, as is the 
industry, is a much leaner organization than it was in 1970 
and '71, particularly since deregulation. The demands of the 
market place have made a great change in the industry. We 
have far fewer officers. The management has been slimmed 
down, perhaps even a little too much. But we have a much 
more aggresive and a much flatter organization than we had in 
1970 .

Jerry Barrett: What about in terms of equipment? Is 
that greatly different?

Frank Borman: One of the big challenges that Eastern 
faced in the middle '70 was that we had a very large debt. I 
think about the largest in the industry. Our fleet was the 
oldest and our service was the poorest. We made a study in 
'75 about what to do with the airline because the challenges
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were enormous, regardless of the decision you made. So we 
made a decision to try to revamp it. and retain and grow our 
market share’. We recognized that we'd have to do that, with 
debt, but debt was unattainable for us. because our credit 
rating was so poor. As a matter of fact, the banks had 
threatened to throw us into essentially bankruptcy in '75.
The only place we had to look was to cut the labor costs, 
which were inordinately high at Eastern, as they were across 
the industry. But we were worse than anybody. And so we 
really had to undertake our modernization and service 
improvement using the only resource that, was available, which 
was the employees.

Jerry Barrett: Some of the arrangements, in the 
early years, for new equipment were gutsy decisions, I take 
it.

Frank Borman: Well, we involved the employees early 
on in a wage freeze in '75, in return for profit-sharing.
And then, in '76, we started with the Variable Earnings 
Program, where the employees risked 3.5% of their salary to 
make certain that the company would report a 2% of sales 
profit. With that kind of back-stopping, I was able to get 
financing. And with that available, we could begin to get 
rid of the Electras and bring in some new 727's. And then we 
had a wonderful opportunity to get some A300's at a very,
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very favorable financing rate. It all pyramided, or boot
strapped off of the employees' willingness to go along with 
the Variable Earnings Program.

Jerry Barrett: I interviewed Bob Evans yesterday, 
and he explained the employee compensation, the various 
arrangements that were made. That's extraordinarily 
complicated.

Frank Borman: It is. If we had been able to keep in 
place the Variable Earnings Program, wo would have been in 
good shape. But then the machinists' union, under Mr. Bryan, 
came to look upon, and really he ran against the incumbent, 
who had negotiated that with the company, as a give-hack, and 
he wanted equity or something in response for their so-called 
give-ups. And that's when things began to get extraodinarily 
complicated. Because the debt that we had put in place, that 
was really back-stopped by the Variable Earnings Program, was 
still there, and then the Variable Earnings Program became 
to be eroded by the machinists' union. The other three 
groups, the non-contract, the pilots, and the flight 
attendants, were all very willing to keep it in place. So 
the basic cause for the complexity was the machinists’ union.

Jerry Barrett: How did Bill Usery get involved in
this ?

Frank Borman: Bill Usery got involved because,



starting in '82, we had all three other groups in line. By 
this time, deregulation had really taken hold and in the 
marketplace, Eastern suffered the most because our particular 
marketplace, up and down the East coast, was the most 
vulnerable. We had Air Florida first. Then People Express, 
you name it. And we were struggling with very, very low 
labor cost carriers on our major routes.

The other groups, as I said, were all willing to 
negotiate reasonable increases or the continuation of the 
VEP, but Mr. Bryan was not. We were at loggerheads with the 
IAM for over a year. And finally, in desperation, I had 
always maintained a good relationship with Mr. Peterpaul and 
Mr. Winpisinger in the International, and we needed to figure 
out some way to talk some sense into this, and they 
recommended that T contact Bill LJsery. And that's how we got 
him. He was recommended by the IAM.

Jerry Barrett: Was there a definition of his role at 
the beginning?

Frank Borman: Well, actually, I think I got ahead of 
myself. He really came on the scene after. In '83, we 
accepted a wage settlement from the machinists' union that we 
simply couldn't fund. It resulted in a 32% increase, or what 
they called "the industry standard." And yet, through the 
terms of not (interruption) resulted in a 32% increase.
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And, as X said, we had the other groups already in line. And 
the machinists threatened to strike and we folded at the last 
minute and accepted the 32%, because the alternative to that 
was Chapter 11. We had only 12 days of cash and a strike 
would have put us in Chapter 11. Now that was probably the 
crucial decision in the last five years at Eastern Air Lines, 
to fold, and then go back the next day, go to the marhinsts' 
union and say, "Ok, look, we get something we couldn't afford 
now. How do we get: it back?" And, in giving it back, they 
demanded debt. They demanded equity and everything else, 
rather than simply give up.

And management could be faulted severely, I think, 
for making that decision to fold. And yet, on the other 
hand, I think the instinct for management is for survival.
And we had brought in imminent bankruptcy operators and they 
had briefed the Board that we could not handle a strike. Our 
own cash management said we couldn't handle a strike. We 
even sent people to Northwest Airlines to examine how their 
cash depleted in their series of strikes. And it was quite 
clear that on that model, we couldn't have made it. Now, you 
could say, "Well, alright, under that circumstances, the 
management should have gone ahead and taken a strike and put 
it in Chapter 7." But we opted to try to preserve the jobs 
and the company. And we did. That was the most difficult
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decision of- my life. And, for which I really have lost, I 
lost, at that time, a great deal of respect for the 
machinists’ union.

Jerry Barrett: As I understand it then, as soon as 
the agreement was reached with them, you immediately began 
talking with them again about —

Frank Borman: Give backs. The next day. Because we 
couldn't afford what we signed for, but the alternative to 
that was bankruptcy.

Jerry Barrett: There was more than a little bit of 
disillusionment on the part, of other employees when that 
happened.

Frank Borman: Yes, there was. I lost, personally, a 
great deal of credibility because the other employees were 
all prepared to fill in and run the airline. But there was 
no way that we could have maintained any semblence of service 
from the standpoint of mechanical reliability. And i ?ould 
have been a disaster.

Jerry Barrett: That was a tough decision.
Frank Borman: That was a bad deci-, I mean a tough 

decision. I think it was the right decision, but personally, 
it was a tough one.

Jerry Barrett: Well then, it was the summer 
following that that Usery arrived on the scene.
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Frank Borman: Right. Because no sooner had we 
started that then we had to go into another set of 
negotiations, you see, because we had allowed that to go on 
so long.

Jerry Barrett: What was the definition of what he 
was supposed to do when he first started?

Frank Borman: Well, we were at this point, the 
settlement with the machinists' union destabilized all other 
groups, as you pointed out. So we were then at the point 
where we were going to clearly have to cut labor costs across 
the board. And his joh was to try to formulate an equitable 
agreement for all part ies concerned that would allow the 
airline to succeed.

Jerry Barrett: Big job.
Frank Borman: It was a big job.
Jerry Barrett: There were a couple of other things I 

wanted to ask you about that took place a little earlier than 
that, like the PATCO thing. Did that have a big impact on 
the airline?

Frank Borman: Oh, that had an enormous impact on the 
airline because, of course, all of a sudden the product that 
we have on the marketplace was cut severely. And we had 
layoffs. And it. increased our expenses by a hell of a lot.

Jerry Barrett: I saw an interview of you just
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recently in which you referred to deregulation as being anti- 
labor .

Frank Borman: It was. In the shortest, term, it was 
anti-labor because the only real, controllable, the major 
controllable cost that management has in this industry is 
labor. At one time, it was about 40% of our costs, the rest 
being fuel, landing fees, commissions, that, you don't really 
have a great deal of control over. So by placing the 
industry in a free-market mode, they made labor part of the 
competitive picture. C.abor doesn't like that. And, in 
essence, it was anti-labor because it cast labor into a mode 
that they have made a whole career of trying to avoid.

Jerry Barrett: In the discussions in Congress and 
elsewhere, did Eastern participate in trying to influence how 
deregulation would be implemented?

Frank Borman: Well, we participated vigorously in 
opposing deregulation. And at that point, and this was in 
the middle '70's, of course, our most valuable asset, other 
than our employees, were our routes. Our routes were 
franchises and they could not be invaded. And, all of a 
sudden, overnight they were worthless. So we started 
deregulation with a hell of a lot greater burden than most of 
our competitors.

Jerry Barrett: Simply because of the routes that you
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had ?
Frank Borman: No, simply because we had the debt 

structure and the old fleet that we were just up-grading.
And when the starting gun sounded for deregulation, some 
carriers had a history of good balance sheets and modern 
fleets. Bo the race was unequal from the beginning because 
of the history. And I'm not bitching about that, it's just 
the way it was.

Jerry Barrett: Before deregulation took place, did 
you anticipate as many problems?

Frank Borman: If you go back and read what we 
started writing since '76, we've predicted every single 
thing. The answer to your question is yes.

Jerry Barrett: It doesn't make it any better.
Frank Borman: It doesn't make it any better. And if 

was clear in '75 that if this airline was going to survive 
and modernize, it was going to have to be done by lowering 
labor costs. Nobody had to be a genius to understand that.
I understood it. And that's been our strategy since '75.

Jerry Barrett: Given the fact that you and other 
parts of management, were making predictions back before 
deregulation —  that this would he the outcome —  has there 
been a lot of frustration in trying to convince other people,
like the machinsts?



11

Prank Borman: Yes, well I think organized labor, not 
just in the airline industry, but across the board, has been 
extremely short-sighted in trying to deal with the realities 
of the marketplace. Whether it's the-steel industry or 
whatever, they have a philosophy almost akin to George 
Wallace's "never," and they often wait too long before they 
finally make the moves. I don't think they have a 
philosophic base to deal with in the competitive marketplace. 
I think they're in for big troubles unless they recognize 
that and then strike a middle course in dealing with it.
There is a great deal of inherent suspicion and there is a 
great, deal of inherent mistrust in the labor group. And it 
was very difficult to dispel, particularly in the machinists' 
union.

Jerry Barrett: Is that simply because they try to be 
democrat ic?

Frank Borman: Well, I think that's part of it. But., 
you know, they have to respond to the lowest common 
denominator from the standpoint that, everybody wants more.
And it's very difficult to explain to the more menial job 
holders why indeed they're part of the competitive picture in 
working. But., also, in the particular union here —  the 
machinists' union here at Eastern —  some of their advisors, 
Randy Barber and so on, are little better than socialists at
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best. And the idea they came up with was really for 
restructuring not simply the labor costs, but restructuring 
the whole industry or corporation. Indeed, restructuring the 
economic prototype of the country, with worker ownership and 
the idealized socialist input. So, it became very difficult 
to deal with because, in essence, we were dealing with Mr. 
Bryan, who was a leader, and who was heavily influenced by a 
very radical advisor.

Jerry Barrett: Some of the things that go under the 
title of employee participation are favored by you, I take it.

Frank Borman: Oh, I think very much so. I'm very 
strongly in favor of employee involvement. And, as I said, 
if we would have had a modicum of trust, we would have been 
able to do a hell of a lot better. And on the individual 
basis, a great many of the subordinate union leaders, as well 
of a lot of employees, recognize that.. But I think employee 
involvement is very good, but I don't believe that you can 
Simply dismantle the structure or the discipline that needs 
to exist in a company where you are dealing with human lives, 
as we are.

We probably went too far in management's enthusiasm 
to show our willingness to cooperate. Last summer, we 
removed about 40% of the operating management, and I think 
that was a big mistake.
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Jerry Barrett: You're just, cutting yourself too
thin.

Frank Borman: Yes. Depending upon the lead men and 
really the individual worker to somehow monitor himself. in 
an idealized situation, that may well work. In this case, we 
took the steps too fast. We offered early retirement and cut 
hark. And it simply wasn't responded to because the union 
isn't really, in essence, equipped to do that. We found 
ourselves depending upon the union to influence production 
rather than our management group. In other words, if you had 
a problem somewhere, you'd go see the shop steward. If the 
shop steward feels good this day, you get production. If he 
doesn't, you don't. And it is not, nor will it ever be, in 
my mind, an adequate or good way to manage a company. But 
that doesn't mean you shouldn't have cooperation and you 
shouldn't have employee involvement. And that we shouldn’t
have a joint understanding of what the requirements are and

0what the working conditions are and so on. But we just went 
a little too far.

Now it’s correcting, and I think eventually we'll end 
up with a good employee involvement program here. And I'm 
hopeful that the unions will play a fundamental role in it.

Jerry Barrett: Has it been more of a problem with
the machinists?
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Frank Borman: Yes, I think the machinists are the 
greatest problem that we have faced. There's no effective 
leadership. The flight attendant union is not. a cohesive 
union. The pilots are a very cohesive, union, but the pilots 
have such a great stake in the future of the company, even 
though at times they radicalize (interruption). The pilots 
are so tied to the company that they really, in the final 
analysis, almost have to (incomplete). Every once in a 
while, they come under the control of radical leaders, but 
somehow, in the final analysis, the pilots always make the 
adjustment at Eastern, and they have. Sometimes it's very, 
very frustrating, and you would think that people with their 
background and maturity wouldn't be required to go through 
that. (interrupt ion)

So, I was just saying that the pilots, in the final 
analysis, have always come through. But it's been 
frustrating at times because most unions, and particularly 
the pilots' union, is almost totally controlled by a smaller 
group of people that take an interest in it and are usually 
leaders. You get good ones and bad ones, just like you do in 
management. I think that overall they've been responsible.

Jerry Barrett: I imagine it’s easier for you to 
establish some rapport with that group.

Frank Borman: I think it may well be because I am a
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pilot. On the other hand, you ought to take a look at some 
of the employee surveys that we did back in the 'IS-'79 
period. They were standardized, scientific. Almost every 
employee said it was a great place to work, and so on. I
think that F.vans or somebody has those down there. So I 
think we had a good rapport and it really fell apart when we 
caved in to the machinists' union. That's when we began to
have the basic problem.

Jerry Barrett: It's too simple, I take it, to say 
that Bryan ¿and you have a personality clash.

Frank Borman: I don't have a personality clash with 
anyone. I can honestly say that. I think that the 
machinists' union has been very, very shortsighted. And I 
think I'm more disappointed, really, in the International 
leadership than I am in Bryan. Bryan is a man with a lot of 
charisma, limited experience, and heavily influenced by a 
radical. And he was completely uncontrollable by the 
International union. So I think that, far from having a 
personality clash with Bryan or anything else, I have a great 
disappointment in the inability of the International to 
control a runaway situation.

Jerry Barrett: Do you ever think back to when you 
came with the airline, you would have been better off to go
to United?
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Frank Borman: No. I think this is a great airline. 
The challenge was here. And the very fact that we were able 
to (incomplete). You know this airline now has got a modern 
fleet. We had an almost break even in, March, when most 
airlines were going down the tubes. We've survived the 
greatest assault of non-union carriers of anybody. Our 
market share is growing. We’re in South America. We’re in 
Europe. And I think that I’ve had a wonderful opportunity 
here. The airline, of course, now will be under new 
ownership, but, nevertheless, it will operate as a separate 
entity. And I think it’s stronger now than it was before we 
sold it. No regrets.

Jerry Barrett: That’s really good to hear. Do you 
ever feel that, the kind of image that tends to cluster around 
you raises people’s expectations about what you can do?

Frank Borman: Well, I think there’s some of that. I 
think that’s probably true because of the fact that I was 
part of a very successful NASA program before I came here.

But, I really believe that the success at Eastern has 
been against greater odds than we had in the Apollo program. 
Because you're disappointed in the union, or in organized 
labor, you have recognized that we have really urged and 
pointed and demanded that they take a role that was
completely foreign to their ideology. Give backs, down.
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This is something that the American labor movement has not 
understood since World War II. So we were breaking new ice. 
So that's why I get a little upset when I hear people say, 
"You know, you're against organized labor." It's nonsense. I 
understand, I'm disappointed in the fact that there wasn’t 
enough intellectual enlightenment to accept the reality and 
adjust before.

But there's no sense kidding yourself that they have 
made enormous changes that are totally contrary to their 
philosophy. And that's the key to the whole thing.

Jerry Barrett: And you actually did that before any 
other company.

Frank Borman: That's right.
Jerry Barrett: And you didn't find yourself in that 

situation in dealing with your groups?
Frank Borman: Well, we just didn't have the ability 

to take a strike. Had we a stronger economic base, we would 
have a more favorable outcome. And yet, on the other hand as 
I said, by most standards of judging social worth, we've done 
a pretty good job. Our jobs are intact. Our company is 
intact. Our fleet is modern. Our operating profits are 
good. It was all done with borrowed money, but if we didn't 
borrow the money, there wouldn't have been any airline.

Jerry Barrett: Has your managing style changed much
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over these years?
Frank Borman: Well, I was much more hands on to 

begin with, and I think that may have been one of the 
(incomplete). I've backed off now and.Joe Leonard is the 
President running the airline on a more day to day basis.
So, I'd say yes, it has changed. It's very difficult to 
(incomplete). One of the most important things for any 
manager is to prepare for a successor. So, you can't keep 
managing that way and just have a step function change.
We've tried to bring up someone to take over. So, I've 
backed away in the last two years.

Jerry Barrett: Has that been hard to do?
Frank Borman: Not really. I think that Joe is a 

fine man. And I've tried to support him, and it's been hard 
in some cases. The FAA fine and the maintenance performance 
has been very difficult for me to watch without getting 
actively involved in. So, the answer to your question is, in 
some ways, but not. too much.

Jerry Barretts Looking at it rationally, you can see 
the purpose of turning over responsibility, but that doesn't 
make it easier to do. Because it's something that you have 
managed yourself, and it's easier to continue to do so.

Frank Borman: Yes. But on the other hand, you have
to prepare. I think any leader's most important function is
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to prepare for succession. And we've had about a two year 
period now preparing for it.

Jerry Barrett: Can you talk a little about the 
period earlier this year —  the negotiations with the three 
unions and ultimately the resolution of that?

Frank Borman: Well, that was avery difficult period 
because we were faced with a severe deadline from the 
standpoint of our creditors. We were faced with three 
separate groups that were at odds with one another. It was 
probably one of the more complicated negotiating challenges 
that industry has ever faced. And had we not had two things, 
I think Bill Usery did an enormous job there. And, of 
course, then the other forcing function was the threat of the 
Texas Air offer, which brought reality, particularly to the 
pilots. Again, we were dealing with an intransigent 
leadership in the machinists' union. So, we didn't win 
everything, but we got three out of four. We wouldn't have 
gotten those had it not been for Usery and for Texas Air.

Jerry Barrett: Was that a major disappointment to 
you that the Texas Air offer had to be accepted?

Frank Borman: Well, it was a disappointment in a 
way. But if you're really concerned about the future of the 
airline, as part of the Texas Air group with Continental and 
Eastern being able to be strategically directed by one
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source. I think we're better off than if we had been on our 
own alone. And if you really take a look at the long term, 
from rational non-prejudice view, we’re probably alright.
Sure it was a disappointment, but as I.look at the future, 
it's probably better.

Jerry Barrett: If you contrast the negotiations you 
engaged in when you first came to Eastern with the pilots, 
you referred to earlier, and your recent participat.ion in 
negotiations, have you learned a lot about the process 
itself?

Fr<ank Borman: I've learned an enormous amount. I 
was a real babe in the woods in 1970 when I came here. And 
now I understand, after 16 years. If I hadn't, I'd be pretty 
thick.

Jerry Barrett: What kinds of things? Can you be 
specific about that? Or is it intuitive kinds of things?

Frank Borman: Of course I know much more about the 
contract. And much more about the business as such. My role 
in '70 was almost as a mediator, a facilitator, not as a 
negotiator. I really arbitrated between the management 
position and the pilot position because I simply wasn't up to 
speed on the business. But, I was given job to do and I did 
it. I think a lot of people felt that we gave too much to 
the pilots at that time, and they may be right, I don't know.
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That's true after any labor negotiation is settled. Some 
people say it was too much and some people say it was too 
1ittle.

Jerry Barrett: A lot of quarterbacks, Monday 
morning, tell you how it should have been done.

Frank Borman: Yes.
Jerry Barrett: You have, it seems to me, pretty good 

interpersonal skills. Is that a big part of what you do in 
dealing with the unions?

Frank Borman: Very much so. Not just with the 
unions, but with people. With your staff. With the 
employees. With the customers. You have to like people.

Jerry Barrett: You have, it seems to me as a 
consumer, done a good job of communicating with the public.

Frank Borman: Well, when we started in the middle 
'70's, Eastern had the worst consumer record of any airline. 
And in the 10 year period that I've been here, we have had 
consistently a better consumer record than American, than 
United, than any airline except Delta. So we changed that, 
too. And then we tried to project it. to our customers. And 
that's not easy to do, but that was the reason for the 
advertising.

Jerry Barrett: Was that a hard thing to do, put 
yourself out in front?
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Frank Borman: No.
Jerry Barrett: And do T.V. ads or whatever?
Frank Borman: No. it was easy. I didn't suggest it, 

but the advertising agency suggested it. And I was happy to 
do it. I have never done it for anything other that Eastern, 
but it was easy to do for Eastern. After all, I've lived, 
breathed this airline for 16 years, so it really wasn't a 
problem.

Jerry Barrett: A lot of decisions that are made at 
your level have to do with personal questions. This is to 
say, putting someone into a position. Have you been 
generally satisfied with that, your own intuition about 
whether a person ...

Frank Borman: Well, I seldom am the initiator for 
that. These are recommendations that come up to me from the 
people who have the responsibility for their organizations.
I can't ever remember telling someone to do this or do that 
from that, standpoint. I have disapproved some moves or 
approved some moves. In dealing with the people that report 
to me directly, again, I consult with the Board of Directors. 
I consult with other people in the office of the Chairman. 
What you've just discussed, the termination of anybody 
directly, is the most difficult management job. But I’ve had 
to do that a lot, and I've done it.
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Jerry Barrett: That was more so in the earlier
years?

Frank Borman: That's correct. We made major changes 
in '75 and '76. But it's continued. Not everybody stays at 
peak performance. You have to be humane and decent with 
people, but you have to make certain your organization 
responds.

Jerry Barrett: Your early experience as a military 
officer and an engineer really emphasizes a part of a 
person's brain that is mostly intellectual and rational, and 
yet, a lot of the job you've had more recently is another 
part of that...

Frank Borman: I think that from the military 
particularly, it's simply intellectual and rational. I think 
in the military you have as much of the interpersonal 
requirements as you do in management. Military doesn't 
simply respond to orders, you have to engender in your people 
the confidence in your leadership. So I don't think there's 
any problem there.

Jerry Barrett: I promised not to take a lot of your
time.

Frank Borman: I'll be happy to talk to you again.
So, have you got anything else?
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you.
Jerry Barrett: No. That's it for right now.

Prank Borman: You’re welcome.

Thank





Jerry Barrett: This is Jerry Barrett talking. Today's 
date is April 11, 1986. I'm interviewing Colonel Frank Borman in 
his office at Eastern Airlines in Miami. Colonel Borman, why 
don't you start by talking a little bit about what you did before 
you came to Eastern?

Frank Borman: Well I spent. Let's start over. I 
graduated from the Military Academy at West Point in 1950 and went 
into the Air Force. I spent about 12 years in the Air Force. Got 
a Masters Degree in Aeronautical Engineering at California 
Institute of Technology and then joined NASA as an astronaut in 
1962. I participated in two space flights Gemini 7 and Apollo 8. 
And I was a head of a re-definition/re-engineering team for the 
fire for the re-engineering of the Apollo spacecraft after the 
fire in 1967.

I joined Eastern in 1970 as a Vice President in the 
Operations Group and advanced through the different grades, Senior 
Vice President and so on, President, until finally I became Chief 
Executive Officer. I think it was in 1975.

Jerry Barrett: Someone mentioned that in the early 
assignment you had was to negotiate with the pilots.

Frank Borman: One of the first assignments I had when I 
came into Eastern, the pilot work force had been on slow down, and 
there was an impasse between the management and the pilots and I 
was assigned to break that impasse.

Jerry Barrett: Had you ever had negotiation experience
before?
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Frank Borman: I had had never had direct negotiating 

experiences before. Although, in my career in the Air Force I had 
supervised organized groups and I had worked with the unions at 
North American subsequent to the fire. But I had never been 
responsible for negotiating.

Jerry Barrett: Can you make some sort of gross contrasts 
with what you found at Eastern when you arrived here that many 
years ago and the way it looks today?

Frank Borman: Well, I think Eastern, as is the
industry, is a much leaner organization than it was in 1970 or 71. 
Particularly since de-regulation the demands of the market place 
have made a great change in the industry. There is a, we have far 
fewer officers. The management has been slimmed down, perhaps 
even a little too much. But we have a much more aggressive and a 
much flatter organization than we had in 1970.

Jerry Barrett: What about in terms of equipment? Is 
that greatly different?

Frank Borman: One of the big challenges that Eastern 
faced in the middle 70's was to. Number one, we had very large 
debt. I think about the largest in the industry. Our fleet was 
the oldest and our service was the poorest. We made a study in 75 
about what to do with the airline because the challenges were 
enormous. Regardless of the decision you made. So we made a 
decision though to try to revamp it and retain and grow our market 
share. We recognized that we'd have to do that with debt but debt 
was unattainable by us because our credit rating was so poor. As 
a matter of fact, the banks had threatened to throw us into
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essentially bankruptcy in 75. The only place we had to look was 
to cut the labor costs which were inordinately high at Eastern, as 
they were across the industry. But we were worse than anybody.
And so we really had to undertake our modernization and service 
improvement using the only resource that was available which were 
the employees.

Jerry Barrett: Some of the arrangements made for, in the 
early years, for new equipment were guttsy decisions I take it. 
That -

Frank Borman: Well, we involved the employees early on 
in a wage freeze in 75 in return for profit sharing. And then in 
76 we started with the Variable Earnings Program where the 
employees risked 3 and 1/2 percent of their salary to make certain 
that the company would report a 2 percent of sales profit. With 
that kind of back stopping, I was able to get financing. And with 
that available we could begin to get rid of the Electras and bring 
in some new 727's. And then we had a wonderful opportunity to get 
some A300's at a very, very favorable financing rate. And so, yet 
it all pyramided or boot strapped off of the employees willingness 
to go along with the Variable Earnings Program.

Jerry Barrett: I interviewed Bob Evans yesterday and he 
explained the employee compensation, the various arrangements that 
were made. That's extraordinarily complicated.

Frank Borman: It is. We should have, we really if we 
had been able to keep in place the Variable Earnings Program we 
would have been in good shape. But then the machinist's union
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under Mr. Bryan, came to look upon, and really he ran against the 
incumbent who had negotiated that with the company as a give back 
and the wanted equity something or debt in response for their so 
called give ups. And that's when things began to get 
extraordinarily complicated. Because the debt that we had put in 
place, that was really back stopped by the Variable Earnings 
Program was still there, and then the Variable Earnings Program 
became to be, you know, eroded by the machinists union. The other 
three groups, the non-contract, the pilots and the flight 
attendants were all very willing to keep it in place. So the 
basic cause for the complexity was the machinists union.

Jerry Barrett: How did Bill Usery get involved in this?
Frank Borman: Bill Usery got involved because in 1983, 

actually even before that, we were faced with a, starting in 82, 
we had all three other groups in line. By this time de-regulation 
had really taken hold and in the market place Eastern suffered the 
most because our particular market place up and down the East 
Coast was the most vulnerable. We had Air Florida first, the 
Peoples Express, you name it. And we were struggling with very, 
very low labor cost carriers on our major routes.

The other groups, as I said, were all willing to 
negotiate reasonable increases or the continuation of the VEP but 
Mr. Bryan was not. We were at a loggerheads with the IAM for I 
don't know over a year. And finally in desperation, I had always 
maintained a good relationship with Mr. Peter Paul and Whimpsinger 
in the International, and we just got to figure some way to talk
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some sense into this and they recommended that I contact Bill 
Usery and that's how we got him. He was recommended by the IAM.

Jerry Barrett: Was there a definition of his role at the 
beginning?

Frank Borman: Well, actually, I think I got ahead of my. 
He really came on the scene after. In 83 we accepted a wage 
settlement from the machinists union that we simply couldn't fund. 
It resulted in a 32 percent increase or what they called industry 
standard. And yet through the terms of not (interruption) 
resulted in a 32 percent increase. And as I said we had the other 
groups already in line. And the machinists threatened to strike 
and we folded at the last minute and accepted the 32 percent cause 
the alternative to that was Chapter 11. We only had 12 days cash 
and a strike would have put us in Chapter 11. Now that was 
probably the crucial decision in the last five years at Eastern 
Airlines to fold. And then the next day go to the machinists 
union and say " Ok, look we get something we couldn't afford now 
how do we get it back?" And in giving it back they demanded debt. 
They demanded equity and everything else rather than simply give 
up.

And management could be faulted severely, I think for 
making that on one hand, making that decision to fold. And yet on 
the other hand I think the instinct of management is for survival. 
And we had brought in imminent bankruptcy operators and they had 
briefed the Board that we could not handle a strike. Our own cash 
management said we couldn't handle a strike. We even sent people
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to Northwest Airlines examine how their cash depleted in their 
series of strikes. And it was quite clear that on that model we 
couldn't have made it. Now you could say well alright under that 
circumstances the management should have gone ahead and taken the 
strike and put it in Chapter 7. But we opted to try to preserve 
the jobs and the company and we did. That was the most difficult 
decision of my life. And one for which I really have lost, I lost 
at that time a great deal of respect for the machinists' union.

Jerry Barrett: As I understand it then, as soon as the 
agreement was reached with them, you immediately began talking 
with them again about -

Frank Borman: Give backs. The next day. Cause we 
couldn't afford what we signed for but the alternative to that was 
bankruptcy.

Jerry Barrett: There was more than a little bit of 
disillusionment on the part of other employees when that 
happened.

Frank Borman: Yes, there was. I lost, personally, a 
great deal of credibility because the other employees were all 
prepared to fill in and to run the airline. But there was no way 
that we could have maintained any semblance of service from the 
stand point of mechanical reliability. And it would have been a 
disaster.

Jerry Barrett: That was a tough decision, 
think it was the right decision but personally, it was a tough
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Frank Borman: That was a bad deci-, I mean a tough 

decision. I think it was the right decision but personally it was 
a tough one.

Jerry Barrett: Well then it was the summer following 
that that Usery arrived on the scene.

Frank Borman: Right. Because no sooner had we started 
that then we had to go into another set of negotiations you see 
because we had allowed that go so long.

Jerry Barrett: What was the definition of what he was
supposed to do when he first started?

Frank Borman: Well we were at this point the settlement 
with the machinists' union de-stabilized all the other groups as 
you pointed out. So we were then at the point where we were going 
to clearly have to cut labor costs across the board. And his job 
was to try to formulate a equitable agreement for all parties 
concerned that would allow the airline to succeed.

Jerry Barrett: Big job.
Frank Borman: It was a big job.
Jerry Barrett: There were a couple of other things I 

wanted to ask you about that took place a little earlier than that 
like the PATCO thing. Did that have a big impact on -

Frank Borman: Oh that had an enormous impact on the 
airline because of course all of a sudden the product that we have 
on the market place was cut severely. And we had lay offs. And 
it increased our expenses by a hell of a lot.
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Jerry Barrett: I saw an interview of you just recently 

in which you talked about safety and some of the questions went to 
the fact that maybe that's when all these problems started. De
regulation and the PATCO strike. Not limiting it to the safety 
part of it, but to the other impact on the industry. Is that the 
major thing that those two events did? Impacted the. I'm sorry, 
let me back up. I know the point I was looking for now. You 
referred to it as being, de-regulation, as being anti-labor.

Frank Borman: It was.
Jerry Barrett: How do you -
Frank Borman: In the shortest term it was anti-labor 

because, the only real controllable, the major controllable cost 
that management has in this industry is labor. At one time it was 
about 40 percent of our cost. The rest being fuel, landing fees, 
commissions, that you don't really have a great deal of control 
over. So by placing the industry in a free market mode, they made 
labor part of the competitive picture. Labor doesn't like that. 
And in essence it was anti-labor because it cast labor into a mode 
that they have done a great deal of, have made a whole career of 
trying to avoid.

Jerry Barrett: In the discussions in Congress and 
elsewhere, did Eastern participate in trying to influence the, how 
de-regulation would be implemented?

Frank Borman: Well, we participated vigorously in 
opposing de-regulation. And at that point, and this was in the 
middle 70's, of course our most valuable, our most valuable asset
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other than our employees, was the, were our routes. Our routes 
were franchises and they could not be invaded. And all of a 
sudden over night they were worthless. So we started de
regulation with a hell of a lot greater burden than most of our 
competitors.

Jerry Barrett: Simply because of the routes that you
had?

Frank Borman: No, simply because we had the debt 
structure and the old fleet that we were just up-grading. And 
when the starting gun was sounded for de-regulation some carriers 
had a history of good balance sheets and modern fleets. So the 
race was unequal from the beginning because of the history. And 
I'm not bitching about that, it's just the way it was.

Jerry Barrett: Before de-regulation took place did you 
anticipate as many as problems as -

Frank Borman: If you go back and read what we started 
writing since 76, we've predicted every single thing. The answer 
to your question is yes.

Jerry Barrett: It doesn't make it any better.
Frank Borman: It doesn't make it any better. And it was 

clear in 75 that if this airline was going to survive and 
modernize it was going to have to be done by lowering labor costs. 
Nobody had to be a genius to understand that. I understood it.
And that's been the strategy since 75.

Jerry Barrett: Has there been a lot of, given the fact 
that you and other parts of management were making predictions
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back before de-regulation that this would be the outcome. Has 
there been a lot of frustration in just trying to convince other 
people like the machinists and -

Frank Borman: Yea, well I think organized labor, not 
just in the airline industry but across the board in the company, 
has been extremely short sighted in trying to deal with the 
realities of the market place. Whether it's the steel industry or 
whatever they have a philosophy of almost akin to George Wallace's
never, and they often wait too long before they finally make the
moves. I don't think they have a philosophic base to deal with 
the competitive market place. I think they're in for big 
troubles unless they recognize the fact that they are part of the 
competitive picture. And the ideal sense would be to recognize 
that and then strike a middle course in dealing with it. There is 
a great deal of inherent suspicion and there is a great deal of 
inherent mistrust in the labor group. And it was very difficult 
to dispel, particularly in the machinists' union.

Jerry Barrett: Is that simply because they try to be 
democratic? They have -

Frank Borman: Well, I think that's part of it. But, you 
know, they have to respond to the lowest common denominator from 
the stand point everybody wants more. And it's very difficult to 
explain the the more menial job holders why indeed they're part of 
the competitive picture in working. But also in the particular 
union here, the machinists' union here at Eastern, some of their 
advisors, Randy Barber and so on, are little better than
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socialists or at the best. And the idea that they came up with 
was really for re-structuring not simply the labor costs but re
structuring the whole industry or the corporation. Indeed re
structuring the economic prototype of the country. With worker 
owner ship and the idealized socialist input. So it became very 
difficult to deal with because in essence we were dealing with Mr. 
Bryan who was a leader, who was heavily influenced by a very 
radical advisor.

Jerry Barrett: Some of the things that go under the 
title of employee participation are favored by you I take it.

Frank Borman: Oh, I think very much so. I'm very 
strongly in favor of employee involvement. And as I said, if we 
would have had modicum of trust we would have been able to do a 
hell of a lot better. And on the individual basis a great many of 
the subordinate union leaders, as well as a lot of the employees, 
recognize that. But I think employee involvement is very good but 
I don't believe that you can simply dismantle the structure or the 
discipline that needs to exist in a company where you are dealing 
with human lives as we are.

We probably went too far in management's enthusiasm to 
show our willingness to cooperate. We removed last Summer about 
40 percent of the operating management and I think that was a big 
mistake.

Jerry Barrett: You're just cutting yourself too thin.
Frank Borman: Yea, cut too thin. Depending upon the 

lead men and really the individual worker to somehow monitor
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himself. In an idealized situation, that may well work. In this 
case we took steps too fast. We offered early retirement and cut 
back. And it simply wasn't responded because the union isn't 
really in essence isn't equipped to do that. We found ourselves 
depending upon the union to influence production rather than our 
management group. In other words, if you had problem somewhere 
you'd go see the shop steward. if the shop steward feels good 
this day, you get production. If he doesn't, you don't. And it 
is not, nor will it ever be in my mind, an adequate or good way to 
manage a company. But that doesn't mean you shouldn't have 
cooperation and you shouldn't have employee involvement. And that 
we shouldn't have a joint understanding of what the requirements 
are and what the working conditions are and so on. But we just 
went a little too far.

Now it's correcting and I think eventually we'll end up 
with a good employee involvement program here. And I'm hopeful 
that the unions will play a fundamental role in it. I'm simply 
saying that in our rush to do it we probably went too far.

Jerry Barrett: Has it been more of a problem with the 
machinists?

Frank Borman: Yes.
Jerry Barrett: Than with the other groups.
Frank Borman: Yes I think the machinists have been the 

greatest problem that we faced. There's no effective leadership. 
The flight attendant union is not a cohesive union. The pilots 
are a very cohesive union but the pilots have such a great stake
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in the future of the company that even though at time they 
radicalize (interruption). The pilots are so tied to the company 
that they really, in the final analysis, almost have to -. And 
they have been responsible. They've come into. Every once in a 
while they come under control of radical leaders but somehow in 
the final analysis the pilots always make the adjustment at 
Eastern and they have. Sometimes its very, very frustrating and 
you would think that people with their background and maturity 
wouldn't require to go through that. (Interruption)

So I was just saying that the pilots in the final 
analysis have always come through. But it's been frustrating at 
times because the -. Most unions and particularly the pilots' 
union is almost totally controlled by a smaller group of people 
that take an interest in it, are usually leaders. You get good 
ones and bad ones, just like you do in management. I think that 
overall they've been responsible.

Jerry Barrett: I imagine it's easier for you to 
establish some rapport with that group?

Frank Borman: I think it may well be because I am a 
pilot. On the other hand, if you take a look, you ought to take a 
look at some of the employee surveys that we did back in the 78-79 
period. They were standardized, scientific. Almost every 
employee that it was a great place to work and so on. And I think 
that Evans or somebody has those down there. So I think we had a
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good rapport and it really fell apart when we caved to the 
machinists' union. That's when we began to have the basic 
problem.

Jerry Barrett: It's too simple, I take it, to say that 
Bryan and you have a personality clash.

Frank Borman: I don't have a personality clash with 
anyone. I can honestly say that. I think that the machinists' 
union has been very, very short sighted. And I think I'm more 
disappointed, really, in the international leadership than I am in 
Bryan. Bryan is a man of a lot of charisma, limited experience, 
heavily influenced by a radical. And he was completely 
uncontrollable by the international union. So I think that far 
from having a personality clash with Bryan or anything else, I 
have a great disappointment in the inability of the international 
to control a runaway situation.

Jerry Barrett: Do you ever think back when you came with 
the airline, you would have been better off to go to United?

Frank Borman: No. I think this is a great airline. The 
challenge was here. And the very fact that we were able to -.
You know this airline now has got a modern fleet. We had an 
almost break even in March when most airlines were going down the 
tubes. We've survived the greatest assault of non-union carriers 
of anybody. Our market share is growing. We're in South America, 
we're in Europe. And I think that I've had a wonderful 
opportunity here. The airline, of course, now will be under new 
ownership but nevertheless it will operate as a separate entity.
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And I think it's stronger than it was before we sold it. No 
regrets.

Jerry Barrett: That's really good. That's really good 
to hear. Do you ever feel that the kind of image that tends to 
cluster around you is, raises people's expectations about what you 
can do? And that is to say -

Frank Borman: Well I think there's some of that. I 
think that's probably true because of the fact that I was part of 
a very successful NASA program before we came here.

But I really believe that the success at Eastern has been 
against greater odds than we had in the Apollo program. Because 
the thing when you know you say you're disappointed in the union 
or in organized labor, you have to recognized that we have really 
urged and pointed and demanded that they take a role that was 
completely foreign to their ideology. Give backs, down. This is 
something that the American labor movement has not understood 
since World War II. So we were breaking ice, new ice. So that's 
why I get a little upset when I hear people say, oh, you know, 
you're against organized, anti-labor. It's nonsense. I 
understand, I'm disappointed in the fact that there wasn't enough 
intellectual enlightenment to accept the reality and adjust 
before.

But there's no sense kidding yourself that they have made 
enormous changes that are totally contrary to their philosophy.
And that's been the key to the whole thing.
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Jerry Barrett: And you actually did that before any 

other company -
Frank Borman: Yea, we started that in 75.
Jerry Barrett: Many companies didn't do that, not just 

in the airline industry but didn't do it until the 80's.
Frank Borman: No, see the company that's done it most 

successfully has been American. They've taken their labor content 
down from over 42 percent of their total cost to 33 percent of 
their total cost over a period from 78 through 83. But they did 
it by simply getting the cooperation of their unions. And the 
TWU and Allied Pilots at American were the most farsighted groups 
and they have done the best for their employees in the long run. 
Sure they're a two tier system. Some of the other things may not 
have been in keeping with again the solid tenants of organized 
labor, which is more, more, more. But they have assured their 
employees of a secure future and an expanding airline.

Again I would not be here to tell you that the unions did 
that because they were intellectually attuned to reality. They 
did it because American had the economic muscle to force them to 
do it. And we didn't have it.

Jerry Barrett: You're arguments were just as good, you 
just had, in the final analysis the -

Frank Borman: Sure. American did it better. That's 
exactly right we didn't have the ability to take a strike. You
said it!
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Jerry Barrett: Hard decisions are easier to make when 

the alternatives are limited.
Frank Borman: That's right.
Jerry Barrett: And you didn't find yourself in that 

situation in dealing with your unions.
Frank Borman: Well we just didn't simply have the 

ability to take a strike. It would have been, I think, it would 
have been. Had we had a stronger economic base we would have had 
a more favorable outcome. And yet as on the other hand as I said, 
you know, by most of the standards of judging social worth, we've 
done a pretty good job. Our jobs are intact. Our company is 
intact. Our fleet is modern. Our operating profits are good. It 
was all done with borrowed money but if we didn't borrow the money 
there wouldn't have been any airline, so.

Jerry Barrett: Has your was of managing changed much 
over these years?

Frank Borman: Well I was much more hands on to begin 
with and I think that may have been one of the -. I've backed off 
now and Joe Leonard is the President running the airline more on a 
day to day basis. So, I'd say yes it has changed. It's very 
difficult to— . One of the most important things of any manager 
is to prepare for a successor. So you can't keep managing that 
way and just have a step function change. We've tried to bring up 
someone to take over. So I've backed away in the two years.

Jerry Barrett: Has that been hard to do?
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Frank Borman: Not really. I think that's Joe's is a 

fine -. And I've tried to support him and it's been hard to do in 
some cases. The FAA fine and the maintenance performance has been 
very difficult for me to back and watch without getting actively 
involved in. So the answer to your question is, in some ways but 
not too much.

Jerry Barrett: Looking at it rationally, you can see the 
purpose of it, makes it a little easier to do. But it's something 
that you have, manage yourself, it's easier to continue to do so.

Frank Borman: Yea. But on the other hand, you have to
prepare, I think any leader's most important function is to 
prepare for succession. And we've had about a two year period now 
preparing for it.

Jerry Barrett: Can you talk a little bit about the
period earlier this year the negotiations with the three unions
and ultimately the resolution of that?

Frank Borman: Well that was a very difficult period 
because we were faced with a severe deadline from the standpoint 
of our creditors. We were faced with three separate groups that 
were at odds with one another really. It was probably one of the 
more complicated negotiating challenges that industry has ever 
faced. And had we not had two things, I think Bill Usery did an 
enormous job there. And , of course, then the other forcing 
function was the threat of the Texas Air offer which brought 
reality particularly to the pilots. Again we were dealing with an 
intransigent leadership in the machinists' union. So we didn't
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so we didn't win everything but we got three out of four. We 
wouldn't have gotten those had it not been for Usery and for Texas 
Air .

Jerry Barrett: Was that a major disappointment to you 
that the Texas Air offer had to be accepted?

Frank Borman: Well it was a disappointment in a way.
But if you're really concerned about the future of the airline, as 
part of the Texas Air group with Continental and Eastern being 
able to be strategically directed by one source. I think we're 
better off than if we had been on our own alone. And if you 
really take a look at the long term, from a rational non
prejudice view, we're probably alright. Sure it was a 
disappointment but as I look at the future it's probably better.

Jerry Barrett: If you contract the negotiations you 
engaged in when you first came to Eastern with the pilots, you 
referred to earlier, and your recent participation in 
negotiations, have you learned a lot? About the process itself?

Frank Borman: I've learned an enormous amount. I was a 
real babe in the woods in 1970 when I came here. And I now 
understand, after 16 years. If I hadn't, I'd be pretty thick.

Jerry Barrett: What kinds of things? Can you be 
specific about that? Or is it more intuitive kinds of things? Or 
is it -

Frank Borman: Of course I know much more about the 
contract. And much more about the business as such. As my role 
in 70 was almost as a mediator, a facilitator, not as a
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negotiator. I really arbitrated between the management position 
and the pilot position because I simply wasn't up to speed on the 
business. But I was given a job to do and I did it. I think a 
lot of people felt that we gave too much to the pilots at that 
time and they may be right, I don't know. That's true after any 
labor negotiation is settled. Some people say it was too much and 
some people say it was too little.

Jerry Barrett: A lot of quarterbacks, Monday morning, 
tell you how it should have been done.

Frank Borman: Yea.
Jerry Barrett: You have, it seems to me, pretty good 

interpersonal skills. Is that a big part of what you do in 
dealing with the unions?

Frank Borman: Very much so. Not just with the unions 
but with people. With your staff. With the employees. With the 
customers. You have to like people.

Jerry Barrett: You have, it seems to me as a consumer, 
done a good job of communicating with the -

Frank Borman: Well, when we started in the middle 70's, 
Eastern had the worst consumer record of any airline. And in the 
10 year period that I've been here we have had consistently a 
better consumer complaint record than American, than United, than 
any airline except Delta. So we changed that too. And then we 
tried to project it to our customers. And that's not easy to do 
but that was the reason for the advertising.
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Jerry Barrett: Was that a hard thing for you to do, put 

yourself out in front?
Frank Borman: No.
Jerry Barrett: And do TV ads or whatever.
Frank Borman: No. It was easy. I didn't suggest it but 

the advertising agency suggested it. And I was happy to do it. I 
never done it for anything other than Eastern but it was easy to 
do for Eastern. After all I've lived, breathed this airline for 
16 years so it really wasn't a problem.

Jerry Barrett: A lot of decisions that are made at your 
level have to do with personnel questions. That is to say, 
putting someone in this position. Have you been generally 
satisfied with that, your own intuition about whether a person -

Frank Borman: Well, I seldom am the initiator for that. 
These are recommendations that come up to me from the people who 
have the responsiblity for their organizations. I can't ever 
remember telling someone to do this or do that from the 
standpoint. I have disapproved some moves or approved some moves. 
In dealing with the people that report to me directly, again I 
consult with the Board of Directors. I consult with other people 
in the office of the Chairman. What you've just discussed, the 
termination of anybody directly, is the most difficult management 
job. But I've had to do that a lot and I've done it.

Jerry Barrett: That was more so in the earlier years?
Frank Borman: That's correct. We made major changes in 

76, 75 and 76. But it's continued. Not everybody stays at peak
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performance . You have to be humane and decent with people but you 
have to make certain your organization responds.

Jerry Barrett: Your early experience as a military 
officer and an engineer really emphasizes a part of a persons 
brain or that is mostly intellectual and rational and yet a lot of 
the job you've had more recently is another part of that -

Frank Borman: I think that from the military 
particularly it's not simply intellectual and rational. I think 
in the military you have as much of the interpersonal requirements 
as you do in management. Military doesn't simply respond to 
orders, you have to engender in you people the confidence in your 
leadership. So I don't think that there's any problem there.

Jerry Barrett: I promised not to take a lot of your
time—

Frank Borman: I'll be happy to talk to you again. So, 
have you got anything else.

Jerry Barrett: No. That's it for right now. Thank you.
Frank Borman: You're welcome.
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Jerry Barrett: This is Jerry Barrett talking. 
Today's date is April 11, 1986. I'm interviewing Colonel. 
Frank Borman in his office at Eastern Air Lines in Miami. 
Colonel Borman, why don't you start by talking a little bit 
about what you did before you came to Eastern.

Frank Borman: I graduated from the Military Academy 
at. West Point in 1950 and went into the Air Force. I spent 
about 12 years in the Air Force. I got a master's degree in 
Aeronautical Engineering at the California Institute of 
Technology and then joined NASA as an astronaut in 1962. I 
participated in two space flights: Gemeni 7 and Apollo 8. 
And I was a head of a re-definition/re-engineering team for 
the Apollo spacecraft, after the fire in 1967.

I joined Eastern in 1970 as a Vice President in the 
Operations group and advanced through the different grades, 
Senior Vice President and so on, President, until I finally 
became Chief Executive Officer. I think it was in 1975.

Jerry Barrett: Someone mentioned that, an early 
assignment you had at EAL was to negotiate with the pilots.

Frank Borman: One of the first assignments I had 
when I came into Eastern, the pilot work force had been on a 
slow down, and there was an impasse between the management 
and the pilots, and I was assigned to break that impasse.

Jerry Barrett: Had you ever had negotiation
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experience before?
Frank Borman: I had never had direct negotiating 

experiences before, although in my career in the Air Force, I 
had supervised organized groups. I had also worked with the 
unions at North American subsequent to the fire. But I had 
never been responsible for negotiating.

Jerry Barrett: Can you make some gross contrasts 
with what you found at Eastern when you arrived here many 
years ago and the way it looks today?

Frank Borman: Well, I think Eastern, as is the 
industry, is a much leaner organization than it was in 1970 
and '71, particularly since deregulation. The demands of the 
market place have made a great change in the industry. We 
have far fewer officers. The management has been slimmed 
down, perhaps even a little too much. But we have a much 
more aggresive and a much flatter organization than we had in 
1970.

Jerry Barrett: What about in terms of equipment? Is 
that greatly different?

Frank Borman: One of the big challenges that. Eastern 
faced in the middle '70 was that we had a very large debt. I 
think about the largest in the industry. Our fleet was the 
oldest and our service was the poorest. We made a study in 
'75 about what to do with the airline because the challenges
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were enormous, regardless of the decision you made. So we 
made a decision to try to revamp it and retain and grow our 
market share. We recognized that we'd have to do that with 
debt, but debt was unattainable for us because our credit 
rating was so poor. As a matter of fact, the banks had 
threatened to throw us into essentially bankruptcy in '75.
The only place we had to look was to cut the labor costs, 
which were inordinately high at Eastern, as they were across 
the industry. But we were worse than anybody. And so we 
really had to undertake our modernization and service 
improvement using the only resource that, was available, which 
was the employees.

Jerry Barrett: Some of the arrangements, in the 
early years, for new equipment were gutsy decisions, I take 
it.

Frank Borman: Well, we involved the employees early 
on in a wage freeze in '75, in return for profit-sharing.
And then, in '76, we started with the Variable Earnings 
Program, where the employees risked 3.5% of their salary to 
make certain that, the company would report a 2% of sales 
profit. With that kind of back-stopping, I was able to get 
financing. And with that available, we could begin to get 
rid of the Electras and bring in some new 727's. And then we 
had a wonderful opportunity to get some A300's at a very,
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very favorable financing rate. It. all pyramided, or boot
strapped off of the employees' willingness to go along with 
the Variable Earnings Program.

Jerry Barrett: I interviewed Bob Evans yesterday, 
and he explained the employee compensation, the various 
arrangements that were made. That's extraordinarily 
complicated.

Frank Borman: It is. If we had been able to keep in 
place the Variable Earnings Program, we would have been in 
good shape. But then the machinists' union, under Mr. Bryan, 
came to look upon, and really he ran against the incumbent, 
who had negotiated that with the company, as a give-back, and 
he wanted equity or something in response for their so-called 
give-ups. And that's when things began to get extraodinarily 
complicated. Because the debt that we had put in place, that, 
was really back-stopped by the Variable Earnings Program, was 
still there, and then the Variable Earnings Program became 
to be eroded by the machinists' union. The other three 
groups, the non-contract, the pilots, and the flight 
attendants, were all very willing to keep it in place. So 
the basic cause for the complexity was the machinists' union.

Jerry Barrett: How did Bill Usery get involved in
this?

Frank Borman: Bill Usery got involved because,
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starting in '82, we had all three other groups in line. By 
this time, deregulation had really taken hold and in the 
marketplace, Eastern suffered the most, because our particular 
marketplace, up and down the East coast, was the most 
vulnerable. We had Air Florida first. Then People Express, 
you name it. And we were struggling with very, very low 
labor cost carriers on our major routes.

The other groups, as I said, were all willing to 
negotiate reasonable increases or the continuation of the 
VEP, but Mr. Bryan was not. We were at loggerheads with the 
IAM for over a year. And finally, in desperation, I had 
always maintained a good relationship with Mr. Peterpaul and 
Mr. Winpisinger in the International, and we needed to figure 
out some way to talk some sense into this, and they 
recommended that. I contact Bill Usery. And that's how we got 
him. He was recommended by the IAM.

Jerry Barrett: Was there a definition of his role at 
the beginning?

Frank Borman: Well, actually, I think I got. ahead of 
myself. He really came on the scene after. In '83, we 
accepted a wage settlement from the machinists' union that we 
simply couldn't fund. It resulted in a 32% increase, or what 
they called "the industry standard." And yet, through the 
terms of not. (interruption) resulted in a 32% increase.



6

And, as I said, we had the other groups already in line. And 
the machinists threatened to strike and we folded at the last 
minute and accepted the 32%, because the alternative to that 
was Chapter 11. We had only 12 days of cash and a strike 
would have put us in Chapter 11. Now that was probably the 
crucial decision in the last five years at Eastern Air Lines, 
to fold, and then go back the next day, go to the machinsts' 
union and say, "Ok, look, we get something we couldn't afford 
now. How do we get it back?" And, in giving it back, they 
demanded debt. They demanded equity and everything else, 
rather than simply give up.

And management could be faulted severely, I think, 
for making that decision to fold. And yet, on the other 
hand, I think the instinct for management is for survival.
And we had brought in imminent bankruptcy operators and they 
had briefed the Board that we could not handle a strike. Our 
own cash management said we couldn't handle a strike. We 
even sent people to Northwest Airlines to examine how their 
cash depleted in their series of strikes. And it was quite 
clear that on that, model, we couldn' t have made it. Now, you 
could say, "Well, alright, under that circumstances, the 
management should have gone ahead and taken a strike and put 
it in Chapter 7." But we opted to try to preserve the jobs 
and the company. And we did. That was the most difficult
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decision of my life. And, for which I really have lost, I 
lost, at that, time, a great deal of respect for the 
machinists' union.

Jerry Barrett: As I understand it then, as soon as 
the agreement was reached with them, you immediately began 
talking with them again about —

Frank Borman: Give backs. The next day. Because we 
couldn't afford what we signed for, but the alternative to 
that was bankruptcy.

Jerry Barrett: There was more than a little bit of 
disillusionment on the part of other employees when that 
happened.

Frank Borman: Yes, there was. I lost, personally, a 
great deal of credibility because the other employees were 
all prepared to fill in and run the airline. But there was 
no way that we could have maintained any semblence of service 
from the standpoint, of mechanical reliability. And it would 
have been a disaster.

Jerry Barrett: That was a tough decision.
Frank Borman: That was a bad deci-, I mean a tough 

decision. I think it was the right decision, but personally, 
it was a tough one.

Jerry Barrett: Well then, it was the summer 
following that that Usery arrived on the scene.
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Frank Borman: Right. Because no sooner had we 
started that then we had to go into another set of 
negotiations, you see, because we had allowed that to go on 
so long.

Jerry Barrett.: What was the definition of what he 
was supposed to do when he first started?

Frank Borman: Well, we were at this point, the 
settlement with the machinists' union destabilized all other 
groups, as you pointed out.. So we were then at. the point 
where we were going to clearly have to cut labor costs across 
the board. And his job was to try to formulate an equitable 
agreement for all parties concerned that, would allow the 
airline to succeed.

Jerry Barrett: Big job.
Frank Borman: It was a big job.
Jerry Barrett: There were a couple of other things I 

wanted to ask you about that took place a little earlier than 
that., like the PATCO thing. Did that have a big impact on 
the airline?

Frank Borman: Oh, that had an enormous impact on the 
airline because, of course, all of a sudden the product that, 
we have on the marketplace was cut severely. And we had 
layoffs. And it increased our expenses by a hell of a lot.

Jerry Barrett: I saw an interview of you just
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recently in which you referred to deregulation as being anti
labor .

Frank Borman: It was. In the shortest term, it was 
anti-labor because the only real, controllable, the major 
controllable cost that, management has in this industry is 
labor. At one time, it was about 40% of our costs, the rest 
being fuel, landing fees, commissions, that, you don't really 
have a great deal of control over. So by placing the 
industry in a free-market mode, they made labor part, of the 
competitive picture. Labor doesn't like that. And, in 
essence, it was anti-labor because it cast labor into a mode 
that they have made a whole career of trying to avoid.

Jerry Barrett: In the discussions in Congress and 
elsewhere, did Eastern participate in trying to influence how 
deregulation would be implemented?

Frank Borman: Well, we participated vigorously in 
opposing deregulation. And at. that point, and this was in 
the middle '70's, of course, our most valuable asset, other 
than our employees, were our routes. Our routes were 
franchises and they could not be invaded. And, all of a 
sudden, overnight they were worthless. So we started 
deregulation with a hell of a lot greater burden than most of 
our competitors.

Jerry Barrett: Simply because of the routes that you
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had?
Frank Borman: No, simply because we had the debt 

structure and the old fleet that we were just up-grading.
And when the starting gun sounded for deregulation, some 
carriers had a history of good balance sheets and modern 
fleets. So the race was unequal from the beginning because 
of the history. And I'm not bitching about that, it’s just 
the way it was.

Jerry Barrett: Before deregulation took place, did 
you anticipate as many problems?

Frank Borman: If you go back and read what we 
started writing since '76, we've predicted every single 
thing. The answer to your question is yes.

Jerry Barrett: It doesn't make it any better.
Frank Borman: It doesn't, make it any better. And it 

was clear in '75 that if this airline was going to survive 
and modernize, it was going to have to be done by lowering 
labor costs. Nobody had to be a genius to understand that.
I understood it. And that's been our strategy since '75.

Jerry Barrett: Given the fact that you and other 
parts of management were making predictions back before 
deregulation —  that this would be the outcome —  has there 
been a lot of frustration in trying to convince other people,
like the machinsts?
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Frank Borman: Yes, well I think organized labor, not 
just in the airline industry, but across the board, has been 
extremely short-sighted in trying to deal with the realities 
of the marketplace. Whether it's the steel industry or 
whatever, they have a philosophy almost akin to George 
Wallace's "never," and they often wait too long before they 
finally make the moves. I don't think they have a 
philosophic base to deal with in the competitive marketplace. 
I think they're in for big troubles unless they recognize 
that and then strike a middle course in dealing with it.
There is a great deal of inherent suspicion and there is a 
great deal of inherent mistrust in the labor group. And it 
was very difficult to dispel, particularly in the machinists' 
union.

Jerry Barrett: Is that simply because they try to be 
democratic?

Frank Borman: Well, I think that's part of it. But., 
you know, they have to respond to the lowest common 
denominator from the standpoint that, everybody wants more.
And it's very difficult to explain to the more menial job 
holders why indeed they're part of the competitive picture in 
working. But., also, in the particular union here —  the 
machinists' union here at Eastern —  some of their advisors,
Randy Barber and so on, are little better than socialists at
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best. And the idea they came up with was really for 
restructuring not simply the labor costs, but. restructuring 
the whole industry or corporation. Indeed, restructuring the 
economic prototype of the country, with worker ownership and 
the idealized socialist input. So, it became very difficult 
to deal with because, in essence, we were dealing with Mr. 
Bryan, who was a leader, and who was heavily influenced by a 
very radical advisor.

Jerry Barrett: Some of the things that go under the 
title of employee participât.ion are favored by you, I take it.

Frank Borman: Oh, I think very much so. I'm very 
strongly in favor of employee involvement. And, as I said, 
if we would have had a modicum of trust, we would have been 
able to do a hell of a lot better. And on the individual 
basis, a great many of the subordinate union leaders, as well 
of a lot of employees, recognize that.. But I think employee 
involvement is very good, but I don't, believe that, you can 
simply dismantle the structure or the discipline that needs 
to exist in a company where you are dealing with human lives, 
as we are.

We probably went, too far in management's enthusiasm 
to show our willingness to cooperate. Last summer, we 
removed about 40% of the operating management, and I think
that was a big mistake.
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Jerry Barrett: You're just cutting yourself too
thin.

Frank Borman: Yes. Depending upon the lead men and 
really the individual worker to somehow monitor himself. In 
an idealized situation, that may well work. In this case, we 
took the steps too fast. We offered early retirement and cut 
back. And it simply wasn't responded to because the union 
isn't, really, in essence, equipped to do that. We found 
ourselves depending upon the union to influence production 
rather than our management group. In other words, if you had 
a problem somewhere, you'd go see the shop steward. If the 
shop steward feels good this day, you get production. If he 
doesn’t, you don't. And it is not, nor will it ever be, in 
my mind, an adequate or good way to manage a company. But 
that doesn't mean you shouldn't have cooperation and you 
shouldn't have employee involvement. And that we shouldn't 
have a joint understanding of what the requirements are and 
what the working conditions are and so on. But we just went 
a little too far.

Now it's correcting, and I think eventually we'll end 
up with a good employee involvement program here. And I'm 
hopeful that the unions will play a fundamental role in it.

Jerry Barrett: Has it been more of a problem with
the machinists?
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Frank Borman: Yes, I think the machinists are the 
greatest problem that we have faced. There's no effective 
leadership. The flight attendant union is not a cohesive 
union. The pilots are a very cohesive union, but the pilots 
have such a great stake in the future of the company, even 
though at times they radicalize (interruption). The pilots 
are so tied to the company that they really, in the final 
analysis, almost, have to (incomplete). Every once in a 
while, they come under the control of radical leaders, but 
somehow, in the final analysis, the pilots always make the 
adjustment at Eastern, and they have. Sometimes it's very, 
very frustrating, and you would think that people with their 
background and maturity wouldn't be required to go through 
that. (interrupt ion)

So, I was just saying that the pilots, in the final 
analysis, have always come through. But it's been 
frustrating at times because most unions, and particularly 
the pilots' union, is almost totally controlled by a smaller 
group of people that take an interest in it and are usually 
leaders. You get good ones and bad ones, just like you do in 
management. I think that overall they've been responsible.

Jerry Barrett: I imagine it's easier for you to 
establish some rapport with that group.

Frank Borman: I think it may well be because I am a
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pilot. On the other hand, you ought to take a look at some 
of the employee surveys that, we did back in the '78-'79 
period. They were standardized, scientific. Almost every 
employee said it was a great place to work, and so on. I 
think that Evans or somebody has those down there. So I 
think we had a good rapport and it really fell apart when we 
caved in to the machinists' union. That's when we began to 
have the basic problem.

Jerry Barrett: It's too simple, I take it., to say 
that Bryan and you have a personality clash.

Frank Borman: I don't, have a personality clash with 
anyone. I can honestly say that. I think that the 
machinists' union has been very, very shortsighted. And I 
think I'm more disappointed, really, in the International 
leadership than I am in Bryan. Bryan is a man with a lot of 
charisma, limited experience, and heavily influenced by a 
radical. And he was completely uncontrollable by the 
International union. So I think that, far from having a 
personality clash with Bryan or anything else, I have a great 
disappointment in the inability of the International to 
control a runaway situation.

Jerry Barrett.: Do you ever think back to when you 
came with the airline, you would have been better off to go
to United?
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Frank Borman: No. I think this is a great airline. 
The challenge was here. And the very fact that we were able 
to (incomplete). You know this airline now has got a modern 
fleet. We had an almost break even in March, when most 
airlines were going down the tubes. We've survived the 
greatest assault of non-union carriers of anybody. Our 
market share is growing. We're in South America. We're in 
Europe. And I think that I've had a wonderful opportunity 
here. The airline, of course, now will be under new 
ownership, but, nevertheless, it will operate as a separate 
entity. And I think it’s stronger now than it was before we 
sold it. No regrets.

Jerry Barrett: That's really good to hear. Do you 
ever feel that the kind of image that tends to cluster around 
you raises people's expectations about what you can do?

Frank Borman: Well, I think there’s some of that. I 
think that's probably true because of the fact that I was 
part of a very successful NASA program before I came here.

But, I really believe that the success at Eastern has 
been against greater odds than we had in the Apollo program. 
Because you’re disappointed in the union, or in organized 
labor, you have recognized that we have really urged and 
pointed and demanded that they take a role that was 
completely foreign to their ideology. Give backs, down.
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This is something that the American labor movement has not 
understood since World War II. So we were breaking new ice. 
So that's why I get a little upset when I hear people say, 
"You know, you're against organized labor." It's nonsense. I 
understand, I'm disappointed in the fact that there wasn't 
enough intellectual enlightenment to accept the reality and 
adjust before.

But there's no sense kidding yourself that they have 
made enormous changes that are totally contrary to their 
philosophy. And that’s the key to the whole thing.

Jerry Barrett: And you actually did that before any 
other company.

Frank Borman: That's right.
Jerry Barrett: And you didn't, find yourself in that 

situation in dealing with your groups?
Frank Borman: Well, we just didn't have the ability 

to take a strike. Had we a stronger economic base, we would 
have a more favorable outcome. And yet, on the other hand as 
I said, by most standards of judging social worth, we've done 
a pretty good job. Our jobs are intact. Our company is 
intact. Our fleet is modern. Our operating profits are 
good. It was all done with borrowed money, but if we didn’t 
borrow the money, there wouldn't have been any airline.

Jerry Barrett: Has your managing style changed much
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over these years?
Frank Borman: Well, I was much more hands on to 

begin with, and I think that may have been one of the 
(incomplete). I’ve backed off now and Joe Leonard is the 
President running the airline on a more day to day basis.
So, I'd say yes, it has changed. It's very difficult to 
(incomplete). One of the most important, things for any 
manager is to prepare for a successor. So, you can't keep 
managing that way and just have a step function change.
We've tried to bring up someone to take over. So, I've 
backed away in the last two years.

Jerry Barrett: Has that, been hard to do?
Frank Borman: Not really. I think that Joe is a 

fine man. And I've tried to support him, and it's been hard 
in some cases. The FAA fine and the maintenance performance 
has been very difficult for me to watch without, getting 
actively involved in. So, the answer to your question is, in 
some ways, but not too much.

Jerry Barrett: Looking at it. rationally, you can see 
the purpose of turning over responsibility, but that doesn’t, 
make it easier to do. Because it's something that, you have 
managed yourself, and it's easier to continue to do so.

Frank Borman: Yes. But on the other hand, you have 
to prepare. I think any leader's most important function is
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to prepare for succession. And we've had about a two year 
period now preparing for it.

Jerry Barrett: Can you talk a little about the 
period earlier this year —  the negotiations with the three 
unions and ultimately the resolution of that?

Frank Borman: Well, that was avery difficult period 
because we were faced with a severe deadline from the 
standpoint of our creditors. We were faced with three 
separate groups that were at odds with one another. It was 
probably one of the more complicated negotiating challenges 
that industry has ever faced. And had we not had two things, 
I think Bill Usery did an enormous job there. And, of 
course, then the other forcing function was the threat of the 
Texas Air offer, which brought reality, particularly to the 
pilots. Again, we were dealing with an intransigent 
leadership in the machinists' union. So, we didn't win 
everything, but we got three out of four. We wouldn't have 
gotten those had it not been for Usery and for Texas Air.

Jerry Barrett: Was that a major disappointment to 
you that the Texas Air offer had to be accepted?

Frank Borman: Well, it was a disappointment, in a 
way. But if you're really concerned about the future of the 
airline, as part of the Texas Air group with Continental and 
Eastern being able to be strategically directed by one
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source. I think we're better off than if we had been on our 
own alone. And if you really take a look at the long term, 
from rational non-prejudice view, we're probably alright.
Sure it was a disappointment, but as I look at the future, 
it's probably better.

Jerry Barrett: If you contrast the negotiations you 
engaged in when you first came to Eastern with the pilots, 
you referred to earlier, and your recent participat.ion in 
negotiations, have you learned a lot about the process 
itself?

Frank Borman: I've learned an enormous amount. I 
was a real babe in the woods in 1970 when I came here. And 
now I understand, after 16 years. If I hadn't, I'd be pretty 
thick.

Jerry Barrett: What kinds of things? Can you be 
specific about that? Or is it intuitive kinds of things?

Frank Borman: Of course I know much more about the 
contract. And much more about the business as such. My role 
in '70 was almost, as a mediator, a facilitator, not as a 
negotiator. I really arbitrated between the management 
position and the pilot position because I simply wasn't up to 
speed on the business. But, I was given job to do and I did 
it. I think a lot of people felt that we gave too much to 
the pilots at that time, and they may be right, I don't know.
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That's true after any labor negotiation is settled. Some 
people say it was too much and some people say it was too 
little.

Jerry Barrett: A lot of quarterbacks, Monday 
morning, tell you how it should have been done.

Frank Borman: Yes.
Jerry Barrett: You have, it seems to me, pretty good 

interpersonal skills. Is that a big part of what you do in 
dealing with the unions?

Frank Borman: Very much so. Not just with the 
unions, but with people. With your staff. With the 
employees. With the customers. You have to like people.

Jerry Barrett: You have, it seems to me as a 
consumer, done a good job of communicating with the public.

Frank Borman: Well, when we started in the middle 
'70's, Eastern had the worst consumer record of any airline. 
And in the 10 year period that I've been here, we have had 
consistently a better consumer record than American, than 
United, than any airline except Delta. So we changed that, 
too. And then we tried to project it to our customers. And 
that's not easy to do, but that was the reason for the 
advert is ing.

Jerry Barrett: Was that a hard thing to do, put
yourself out in front?
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Frank Borman: No.
Jerry Barrett: And do T.V. ads or whatever?
Frank Borman: No. it was easy. I didn't suggest it., 

but the advertising agency suggested it. And I was happy to 
do it. I have never done it for anything other that. Eastern, 
but. it was easy to do for Eastern. After all, I've lived, 
breathed this airline for 16 years, so it really wasn't a 
problem.

Jerry Barrett: A lot of decisions that are made at 
your level have to do with personal questions. This is to 
say, putting someone into a position. Have you been 
generally satisfied with that, your own intuition about 
whether a person ...

Frank Borman: Well, I seldom am the initiator for 
that. These are recommendations that, come up to me from the 
people who have the responsibility for their organizations.
I can't, ever remember telling someone to do this or do that, 
from that standpoint. I have disapproved some moves or 
approved some moves. In dealing with the people that, report 
to me directly, again, I consult, with the Board of Directors. 
I consult with other people in the office of the Chairman. 
What you've just discussed, the termination of anybody 
directly, is the most, difficult management, job. But I've had 
to do that a lot, and I've done it.



23

Jerry Barrett: That was more so in the earlier
years ?

Frank Borman: That's correct. We made major changes 
in '75 and '76. But it’s continued. Not everybody stays at 
peak performance. You have to be humane and decent with 
people, but you have to make certain your organization 
responds.

Jerry Barrett: Your early experience as a military 
officer and an engineer really emphasizes a part of a 
person's brain that is mostly intellectual and rational, and 
yet, a lot of the job you've had more recently is another 
part of that...

Frank Borman: I think that from the military 
particularly, it's^simply intellectual and rational. I think 
in the military you have as much of the interpersonal 
requirements as you do in management. Military doesn't 
simply respond to orders, you have to engender in your people 
the confidence in your leadership. So I don't think there's 
any problem there.

Jerry Barrett: I promised not to take a lot of your
time.

Frank Borman: I'll be happy to talk to you again.
So, have you got anything else?
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you.
Jerry Barrett: No. That's it for right now.

Frank Borman: You’re welcome.

Thank


