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Jerry Barrett: This is Jerry Barrett talking. Today's 
date is May 20, 1986. I'm interviewing Charlies Fisher at Eastern 
Airline Headquarters in Miami. Mr. Fisher would you start by just 
talking a little bit about what you did before you came to Eastern 
Airlines?

Charles Fisher: Well right before Eastern Airlines I was 
with Airlift International as a coordinator, maintenance 
coordinator. I was there for about a year and a half. Prior to 
that dry land military or the Air Force. My background in the 
military was primarily nuclear weapons. From Airlift 
International, I joined Eastern as an apprentice mechanic and we 
had a three year program. Very, very good program. In fact, many 
of my classmates are now in management. It was a good resource 
for management to find first line supervisors. I guess my Eastern 
experience is the apprentice program for three years. When I 
graduated the apprentice program I was a line electrician, line 
mechanic electrician. We got laid off. My whole class got laid 
off and we had a choice to go to Laguardia or stay at Miami and 
wait for our jobs to return. So I went to Laguardia and spent 
about six months there as a line mechanic. I learned an awful lot 
about airplanes in those six months. Probably more in that six 
months than I learned in the entire three years of the apprentice 
program. Of course, the apprentice program being theory, of 
course, line work you really get your fingernails dirty. I didn't 
stay in Laguardia, well about six months. Then I went back to 
Miami as a technical writer. I went into publications and there I
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was responsible for revising and maintaining the master copies of 
engine manuals, APU manuals, technical data that we microfilmed 
for the employees to use as reference. I was there for about two 
years and then I went to the engine service center as a technical 
supervisor. I worked there for two years and as a technical 
supervisor we were responsible for trouble shooting engines. When 
an engine was removed for unknown reasons, we would do some 
initial testing of the engines and then take the performance data 
and analyze it and then we would control the work scope of that 
engine. We would tell the mechanics how far to go into the 
engine. What to look for. We'd get reports back and analyzed.
So we were really responsible for controlling scope for 
discrepancies.

After that I became a first line supervisor. They needed 
someone on a second shift to, because we didn't have enough. Let 
me back up. In the department I was working in, technical 
supervisors, we did not have enough to cover both shifts. So, I 
was asked if I wouldn't mind working as a foreman, first line 
supervisor, and do the technical supervisory type work on second 
shift. As your controller works, call me a first line supervisor. 
So I said sure. The reason, there was a rule in the engine shop, 
you did not penetrate or go further into an engine unless you had 
an approval from tech control. So the idea was, if you got tech 
control number on the floor we wouldn't have to wait for tech 
control. So, I went to second shift and I did that for probably 
ten years now as a first line supervisor in many different shops.
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I've worked, it would be easier to name the shops I didn't work in 
in Engine Service Center. But, from engine build, tear down to 
fuel metering, well shops, blazon veins. Like I said, I spent 
about ten years working just about every shop in the Engine 
Service Center.

From there, we had a program start called Quality Circles 
back in 1981. I've always been kind of a radical person, 
complaining about some things that we do and ways we could improve 
upon managing, primarily. So when Quality Circles came along in 81 
I was asked if I would like to be, we were starting 12 Quality 
Circles, and I was asked if I'd like to participate in that. So I 
said sure. So I went to training and I was a Quality Circle 
leader. They were very effective. We had a lot of fun with them. 
There was a new excitement among the mechanics that hey someone is 
going to listen to our problems. So they were out there 
identifying problems and making presentations. It was very 
exciting. The Human Resources Department, Rick and Rickson Law 
Manion, who were doing the training. They noticed that the Engine 
Service Center was really enthusiastic and had a good potential 
for expansion. So they asked me if I would consider being a full 
time facilitator. Of course, that's a staff position, so I was a 
little uncertain about it. But I thought and I said sure. So 
back in 81 when I became the first full time facilitator Quality 
Circle just took off and grew. We went from 12 circles to 35 
circles in the Engine Service Center. Not too many people know 
this story because of the problem the IAM had, political problems
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between the IAM and the company. When the IAM pull out of the 
Quality Circle effort there was a negative connotation about 
Circles but the real truth is and you can talk to most of the 
people in the Engine Service Center that were with the Circle 
effort. One of the Quality Circles, in fact they wrote petitions 
to the union officials saying we like the Circles and we want 
them. So that was a positive influence. Let's see, I cannot 
recall the dollar savings that these Circles came up with, but it 
was significant, in the millions. I cannot recall the date but it 
was about the time we had the push outs in Atlanta, when we went 
to the power backs instead of the push outs. Where you no longer 
needed three mechanics to push out an airplane. You know, the 
pilot power backed with his reverses. So there was a big 
confrontation between the IAM and management. That's when a memo 
came out for members no longer to participate in Quality Circles. 
So in effect we lost all of the Quality Circles. So during that 
period of time -

Jerry Barrett: The memo came out from the machinists?
Charles Fisher: From machinists, yes. So there was a 

good program that we're starting to see some results fail because 
of politics and we're even hearing today that the effort was not 
successful because management chose the problems that the people 
worked on. There's a lot of misconceptions about what was going 
on with that whole effort. But these guys, they would meet an 
hour a week. They would identify their problems and they would 
work through the process and they would make a presentation and
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there was not one presentation ever made that wasn't accepted or 
bought by management. So it was a real good effort. But when 
they pulled the plug, I guess the IAM leadership, when the pulled 
the plug and the Circles disbanded, there was a period of about a 
year, a year and a half, that not much went on. So what I did 
during that period of time was to help Human Resources in the 
Quality Circle effort in the non-contract area. I would go out 
into the system and help train problem solving groups or Quality 
Circle facilitators. I would hold facilitator seminars. Just 
this kind of stuff to support the Quality Circle effort in the 
system.

Jerry Barrett: Had that started before the machinists, 
Quality Circles in the non-contract?

Charles Fisher: No. It had started with the machinists 
first and then as the machinists effort was going we expanded into 
Reservations, primarily. Then Reservations just took off cause it 
was very well suited for the Quality Circles.

Jerry Barrett: That's the year you were doing the 
training of the facilitators?

Charles Fisher: Right. Primarily the Reservations. I 
got to the point where, let's see, for about a year and a half 
there wasn't much activity and I was getting a little nervous, to 
be honest with you, because I was really a maintenance guy and I 
could see myself doing more and more training. Or that's all I 
was doing was training. I was really losing touch with 
maintenance and the Engine Service Center. My activity I couldn't
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really justify working two or three days a week and sitting the 
rest waiting for a phone call to train somebody. So I went back 
as a first line supervisor and I worked there for about a year 
until this El effort came along. Then I was asked by, I can't 
recall his name, well it doesn't matter. When they were 
considering putting this whole package together this support team 
together, I was asked if I would consider it. So I thought about 
it for a couple of weeks and I indicated yes it is interesting, it 
was different and it looked like it had a potential of lasting, it 
was a process that could last. The way I understand how the El 
process got started at Eastern was, Borman was out making a visit 
to Boeing and you know they have IAM guys out there but the 
relationship seemed to be a good relationship between the 
management and the work force. So there was some conversation 
between Frank and their effort people, whoever they were. As a 
result of that conversation, Mr. Black came to Eastern Airline and 
made a presentation to our senior management as to the type effort 
they have going, Employee Involvement effort, and the advantages 
that they recognized. During the briefings they also indicated 
that Boeing is a manufacturer, we're a service organization and so 
what works for them may or may not work for us. So we should 
contact this firm called the American Productivity Center, it's a 
non-profit organization. We did that and they came in and helped 
Eastern design their El effort, Employee Involvement effort. Is 
it ok if I use El instead of Employee Involvement?

Jerry Barrett: Sure



- 7-

Charles Fisher: Ok. Let's see. There was a planning 
council formed. It was set up by, they were all management 
people in the initial planning council, and they were selected by 
divisional VP's. To start any effort, someone has to be 
appointed. So that's what happened. This planning council along 
with American Productivity designed our effort. Our effort is 
primarily a parallel structure put in place, a planning council 
governing the whole El effort for the corporation, and it's made 
up of representatives from the four institutions at Eastern 
Airlines. The institutions being, this is the first time I've 
ever tried to explain it without a flip-chart, so it's difficult. 
So you've got a planning council; then you've got one institution 
being the IAM, the machinists; one institution being the non
contract work force, which is management and all your non
contract; then you have ALPA and TWU, the pilots and the flight 
attendants. So each one of these groups has a steering committee 
and they are overseeing the employee involvement effort their 
institution. The theory behind that is, what may work for non
contract may not work for IAM. So, there may be a little 
difference in the design. Also the theory is that we're trying to 
change a culture a Eastern Airlines. Change from an autocratic 
style to a more participative style. Ok? The reason for the 
support structure is to support the effort until this culture 
changes. Once the culture changes you can eliminate the culture,
I mean the parallel structure, the cultures change now you have a 
new Eastern Airlines. Or a new culture. In theory, it sounds
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pretty good. The problems we running into today is once a 
committee is formed and they go off and them meet. They like to 
remain a committee. It's hard to disband. When is a proper time 
to disband? When is a culture right? We've also found out over 
the last two and a half years that where El is working and working 
well you do have participative management. Participative 
management and employee involvement are two sides to the same 
coin. You've got to one, you've got to have the other or it just 
will not work. We have found in every instance where you have 
participative management El can flourish and work and you see 
significant changes and results.

Jerry Barrett: When you say participative management, 
you just mean the fact that they are participative or is that a 
separate program?

Charles Fisher: Training management to be participative. 
Getting the employees involved. There is a separate program. No 
it's not a separate program. We had designed a workshop, it's a 
week long workshop, called the Peak Performance Workshop. It's a 
spin off of a workshop that the consultants used. But we're 
putting managers, supervisors, directors, every member of 
management at Eastern Airlines, starting at the top, will go 
through this week training session. We call that Peak Performance 
Workshop and the purpose of that is to show management the 
advantages of being participative. So then a new style. Give 
them some techniques and skills. Also in the design, we have 
follow up visits to find out, ok what did you learn, what are you
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practicing, what are you having difficulties with, see if we can 
help you with those issues. So that is, if you want to call it, 
it is kind of a separate program but we're managing that on the 
support team. We're also managing a week long training session 
for the reservations supervisor. We call that Res Team 
Management. I'm getting, I'm jumping all over the place now.

But within Reservations, they continue the Quality Circle 
effort and they really excelled during all this time. Currently 
in Reservations, they're going through a structure change.
They're hiring more people but they're not having to hire more 
supervisors because they're going to a self manage work team 
concept. It's something that we kind of put together. We planted 
the seeds and it's flourished. What that is is clusters or teams 
of people, ten people to a team, that report to a supervisor.
Each supervisor can handle may be five or six teams. But the 
teams are purely self managed. They set their own goals. They 
determine when they can take breaks. They self manage themselves. 
What they do is, instead of monitoring individual performance, we 
monitor team performance. That's what it's evolving to. Then let 
the team take care of their own problems. It's working very well. 
It's still fragile because there could be some problems we weren't 
aware of, but it's working real well. Tampa Reservations is an 
example of what it can do for you. It's the most advanced of all 
the Res Centers I know. So, we're putting together, we have a 
week long Reservations Team Management Workshop, that all the Res 
supervisors go through and it teaches them how to become a more
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effective facilitator. How to be come a coach. What kind of 
skills are required in this concept. Working with groups and teams 
rather than individuals. So we've conducted two of those and 
they've been very successful. When the support team first 
started, we did an awful lot of training, action team training, 
problem solving group training. This is teaching groups how to 
work a problem solving model. We taught facilitator classes. How 
to, you know, teach people how to facilitate, facilitative 
behaviors. What to do when you have disfunctional behaviors in 
groups. So our method or our mode of operation in the first year, 
I guess 83, was primary training and getting these groups set up. 
Once we recognized that this stuff doesn't work unless you have 
participative management, we starting utilizing people that we had 
identified in the system as good trainers and they started doing 
the training that we were doing. We started going into the more 
advanced training and consulting. So the support team, the 12 
members on the support team now are becoming internal consultants. 
That's what we all do now. During these Peak Performance 
Workshops, Res Team Workshops, there's where you establish a 
consultant/client relationship so we can go back to the 
organizations and find out how they're doing and give them follow 
up or follow visits and feed back. So that's what we're doing 
today, an awful lot of consulting work. Because, like I'll repeat 
myself, it is important. We did identify and recognize it just 
doesn't work unless you have management that's participative and 
understands participation. That doesn't mean give away the farm.
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That doesn't mean not to manage because we had many cases where 
managers said ok I'm just going to be participative and they went 
to the far end of the spectrum and became, what's that word we 
use, lazifare, and they were no longer managing. That created as 
much if not more of a problem for the employees than when they 
were autocratic. At least someone autocratic you know where that 
person's coming from, you know what to expect. When someone goes 
completely to the other end of the spectrum, you never know what. 
You have no leadership, no. So we had a couple cases like that. 
That caused us to refocus our training and say listen guys, you 
can be participative but you still have to manage. You're going to 
be held accountable and responsible and you've got to do the same 
thing for the employees. They've got to know what their 
expectations are and this kind of stuff. So we were learning an 
awful lot as we were doing this stuff. Very successful in the 
Reservations. There was a lot of success stories. 1984 was the 
best year, I think, Eastern has ever seen as far as labor 
relations, people working together. El was a good word. I heard 
on the way up here, I was talking to a foreman and he yelled to 
me, "You know what the El means today?" And I said, "No." "Easy 
insertion." So there's some negative connotations as a result of, 
you know, what's been happening recently. But 84 was a banner 
year and as a result of 1984, every where we go people say, it 
does work, it will work, we can get back there again. There's no 
question, we've seen it. So that's a plus we have.

I guess another, I'll give you another example of how the 
support team is functioning today. We got a call from a director
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saying that I'm having difficulty in the location in a station.
Go up there and see if you can do something for us. So we are 
unique in that we are joint. We have the IAM and management 
working together. So Paul and I, we hopped an airplane we took 
off, it was Boston, Boston C check -

Jerry Barrett: Paul Hughes is the IAM- 
Charles Fisher: Yea, he's the IAM guy. So we did 

something called an organizational diagnosis where we go in. We 
have a feel of what the problem is. In this particular case the 
C-check, C-check is an inspection that an airplane gets in so many 
hours, I think it's 5000 hours, to goes into a C-check and then it 
takes about a week to perform all the inspections and repairs. So 
Boston was having difficulty getting the C-check out on time, 
doing all the repairs within a week. So we were asked to go up 
there and see if we could do anything to help them out. So the 
first thing we did, we'd go sit down with the manager and said,
"Do you want our help?" and establish a relationship with him as 
our client. Not the person who called us cause it doesn't work 
otherwise. We told this director, "we will not give you any 
feedback. We'll go in and try to help this manager out but we 
will not supply you with any feedback. We have have to protect 
the client." Which was acceptable. They've got to play by our 
rules, if they want our services. So, we spent two days 
interviewing probably 20 percent of the organization getting a 
good random sample. All three shifts. We sat in an office and 
just one after another just interviewed people. We took all the
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data back and run them through a model and we'd develop major 
themes. A theme may be communication around here sucks. We just 
don't communicate well and then to support that theme we would 
list statements that we heard. One liners that we heard to 
support that theme. So we developed about 15 themes with 
supporting statements then we go ahead and give that data back to 
the manager and also the union leader and say ok, this is what we
heard. This is what your people told us some of your problems
are. Now from there you sit down with the manager and the union 
and you work up action plan to go ahead and start resolving some 
of these problems and there's a lot of things we can do to help 
the managers do that. This may not be a good example because 
shortly after our intervention they replaced the manager. But I 
don't believe it was a result of the diagnosis. I think it was 
coming and it was probably needed. But what the new manager that 
is just now on board, he's taken a look at the OD, the diagnosis, 
and he's saying "Hey, we ought to fix some of this stuff." He's
taking the right attitude to go ahead and fix the problem. Is
that the kind of stuff you're looking for?

Jerry Barrett: Yes. Very much so. Very much so. It 
isn't clear to me, right now you're doing both non-contract and 
machinists?

Charles Fisher: Yes.
Jerry Barrett: You're working both areas at the same

time. Ok.
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Char les Fisher: Well one of our goals on the support 
team, in fact I just had this conversation with a couple of the 
IAM guys yesterday, is to develop a support team that has, we're 
internal consultants. So when you go into an organization, they 
don't know where you come from. They don't know if you're IAM. 
They don't know if you're management. But they're calling you 
because of your services you can offer. You know? That's what my 
goal is to develop the skills of the IAM guys on the support team 
and the non-contracts to the point where you go in and offer a 
service whatever the organizational problem is.

Jerry Barrett: And you do that by beginning with certain 
kinds of understandings, like you're not reporting back to 
somebody about what you found out here.

Charles Fisher: Right.
Jerry Barrett: You're sharing it with the client group in

effect.
Charles Fisher: Right.
Jerry Barrett: And the client in the case of the 

machinists is both the manager of the operation as well as the 
similar level at the machinists.

Charles Fisher: Sure and they make a decision what 
they're going to do with the data. They may not want to do 
anything with it. Which is fine, they're the client. Ok, see 
you later. If they elect to take some action steps, and we can 
help them with them, we'll go ahead and do that and then what we 
do in 6 or 8 months, we'll conduct another diagnosis and if we've
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been successful there should be a change. It's worked very well. 
Again, where you have management that's participative. To me 
that's the key.

Jerry Barrett: It's interesting, your training is really, 
your training and work experience prior to getting involved in the 
Quality Circles was all in technical kinds of things, engineering, 
electrical, things like that.

Charles Fisher: Yes.
Jerry Barrett: And what you're doing now is all human

relations, human behavior and all that. How did you make that 
transition?

Charles Fisher: You know, I've often thought about that 
because I'll never forget, I never expected that I would be the 
type that could stand up in front of a group of people and speak 
and with a small crew or, there's no problem. But when I became a 
full time facilitator and I was helping human resources with their 
training, by training I mean small groups - 10 to 15 people - that 
was difficult at first. But I got over that rather quickly. I 
was helping Lyle Manuel one day he was going to speak at a big 
conference that was being held here in Miami and they had all the 
maintenance managers from all over the system, Directors and Vice 
Presidents in a hotel here and I was just helping with the 
paperwork. We had done a Quality Circle presentation and the Vice 
President wanted the people to see what this presentation looked 
like and what these mechanics identified as problems. So we put 
all those flip charts up on the wall for the people to see and
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Lyle said, "Listen, I'm going to be talking to these folks and I 
have to go back stage for a minute and when I go back stage I want 
you to come up and say a few words." and I said, "You've got to be 
joking." And I said, "You're crazy." He said, "Hey there's no 
time to get somebody else, you've got to do it for me." So that 
probably was the turning point, when I got up there and I cannot 
to this day remember what I said but I remember everyone was 
laughing. They were having a good time and it didn't hurt, it 
really didn't hurt. But I'll be honest with you, you still get 
nervous. When I go into an organization and work conflict or work 
organizational issues, it's important to me. I can not understand 
why we can not use common sense management and to me employee 
involvement, participative management, is just good sense. It's 
just the way people want to be treated. You know, treat people 
like people and they'll respond. I guess I've always believed 
that and that's why I was kind of a radical because I could never 
understand why management couldn't share information with the 
employees. Why they couldn't ask employees for input before they 
made decisions. I saw millions of dollars wasted by the equipment 
that we would buy or buildings that we would build and layouts by 
these engineers and they'd never ask the mechanics and leads for 
their input and then they'd have to re-do it. So I was a real 
believer, I guess, in participative management that's how I got 
involved. In fact, on the support team now, I'm noted as the 
calisthenic person or the sensing person on the team. You know we 
go through all these testing and we put people in boxes and they
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got me in this little box called ISFP. There's supposed to be 16 
different personality types, so we're all in little boxes and I'm 
in this little box.

Jerry Barrett: Was that Briggs Myer?
Charles Fisher: Myer Briggs, yea. Have you seen that?
Jerry Barrett: Yes.
Charles Fisher: And I guess I'm kind of proud, I'm the 

only SP on the team and what I will do, I like facilitation and I 
like walking into a group and watching what's going on, the 
interactions between individuals in a group. I'm pretty good at 
identifying conflict and then just making interventions and trying 
to get people to work better together. So, that's what I'll bring 
to the party for the group. I've always enjoyed doing that. So 
maybe that's some of the driving, internal things that got me into 
this line of work.

Jerry Barrett: And then some of the skills that were 
needed to implement some of that, I suppose you picked up from the 
consultant. The productivity center.

Charles Fisher: Yes.
Jerry Barrett: Because they brought people in and 

actually did training of teams and so forth.
Charles Fisher: Yes, we went through extensive training. 

Yes, the support team initially, we probably went through, we've 
probably got equivalent to 500 hours worth of specialized 
training. In fact, at one point we actually went to Houston and 
we did a organizational diagnosis for a whole base with the
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consultants looking over our shoulders giving us instructions 
prior to going in and then monitoring what we did. So it was 
very, and Jack was just talking he says "You know, you guys 
probably have an equivalent to a Masters degree in Human Resources 
by the training." There's an awful lot of truth to that. See, 
some of the folks on the team they can hear an instructor give a 
lecture and they've got it. There's other of us that it doesn't 
do any good until we go out and actually make mistakes and try it. 
NLP, are you familiar with Near Linguistic Programming?

Jerry Barrett: No.
Charles Fisher: That type of training. Where it's. 

There's been a lot given to the support that we can use that help 
us in our business. So, you know, it's just been a lot of fun. 
It's been a lot of frustration though because one of our major 
tasks in the last year has been to manage damage control. By that 
I mean, trying to manage El in an environment that management 
keeps screwing up. Some of the things. And of course I'm sure 
they haven't got total control, but the Texas Air buy out was a 
definite, not a problem, it's being perceived as being positive 
now but when it was going on there wasn't that much activity. The 
contract negotiations is 20 percent now, that's a big conflict in 
the work force. The I AM guys, they're not part of this family 
because they're not getting 20 percent taken out and everyone else 
is. So that's creating some problems for us. But fortunately
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we're just trying to focus in that don't take it. IAM guys have 
nothing to do with that. It's between the leadership of the IAM 
and the company.

Jerry Barrett: So you try to isolate them from that and 
deal with them anyway. Is there any kind of a hold over or 
residue from the fact that the Quality Circles were started and 
then for political reasons stopped. Does that taint somewhat the 
El with the machinists or?

Charles Fisher: No, we have another set.
Jerry Barrett: Is that behind you?
Charles Fisher: Yea, that's really behind us. In fact, 

that's why we went from the name. See, it's ironic, the training, 
the problem solving training we do now for Action Teams, and 
that's the name they took instead of Quality Circles. It's the 
same thing. The training is almost identical. The techniques 
that are used. The problem solving model is, it's been juggled, 
but it's basically the same. When we changed the name, everything 
was ok. One of the problems the IAM had with Quality Circles was 
Ricker. You know, I guess the inventor of Quality Circles.
Because he was perceived by the International as a union buster.
So the Quality Circle connotation was negative to the union. All 
we did was change the name and it's ok.

Jerry Barrett: It's interesting. Isn't it? Perception 
is reality.

Charles Fisher: Sure, absolutely. Good example of
that.
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Jerry Barrett: Who's the team? The support team you 
talk about. Tell me who those characters are and how you relate 
to that.

Charles Fisher: Ok. We just lost Pat Levi, the guy, he 
was a maintenance type that came on the support team as a 
director. He was with us for about 18 months. His charge was to, 
he's like Patton type, take the support team, the beach head's 
established now, let's go ahead and march. Real effective at 
that. Like I say, his background was maintenance. He's just been 
promoted to Director, Northeast Region. Paul and I are Acting 
Directors, interim Directors until our permanent Director is 
appointed. Of course, you know my background now. I am the non
contract coordinator responsible for all the non-contract 
activities. For me, I have, working for me is Liz Young. She 
came out of the IAM ranks. She's now a member of management.
She's an El specialist for the Northeast Region. She's stationed 
in JFK. Very diversified background. Lovely lady. Chinese.
Let's see. Then we have, Babbett Lawrence, she's responsible for 
the Southern Region. She's stationed in Miami in our office. She 
came from Computer Sciences. Again, a diversified background. 
Primarily in mathematics and computers. See, Liz's background, 
she was stock clerk and before that she was the first lady in New 
York to get a plumbers license. So, you should see some of the 
background of these people. Then we just hired last year, Tony 
Knoblog. She was supervisor in Woodbridge Reservations. She is 
really into this whole participative management concept and El. A
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student. I mean she reads everything she can about El and 
participative management. She's responsible for the Central 
Region. She's also stationed in Miami. All she is a reservations 
background. I shouldn't say all she has. She started as an agent 
and worked her way up as a supervisor. So, she's got a 
reservations background. Dave Henry, he's another specialist 
responsible for the Western Region, assigned in Miami. We took 
him out of Salt Lake City Reservations and his background is in 
reservations, agent. He was an S-l supervisor when we promoted 
him. He's got his Masters degree in Physics. He's got a Physics 
background. He also ran a welding company. So he's got a pretty 
good, an excellent in front of people type training skills. He's 
very good as a trainer. And I'm also allocated to hire three more 
people. So I've got three vacancies that we getting ready to 
fill. So that's the people I have working for me. Did I leave 
anyone out? No. Then Paul Hughes, the IAM coordinator, he's got 
working for him Lloyd Ditchler. He was a shop steward in the 
stock clerk area. I like him on the team because he's about 350 
lbs. So he makes me look skinny. Buy Lloyd is a hell of a guy. 
He's the kind of a guy that they call him One A Day Wally. Before 
he joined the support team he would actively go out and try to get 
at least one grievance a day. He was a real ball buster and when 
I was a first line supervisor in maintenance I used to fight with 
that like guy like - he was a ball buster. It's a living example 
of what Wally could do. Once a person develops some of the skills 
and starting believing in and is loyal to a process rather than an
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institution, you know, and that's something I think I can say for 
all the support members. Their first love now is the process.
They believe in the process. Their second allegiance of course is 
to the institution. Of course, we say that. We don't know what 
would happen if an institution started calling in some debts but. 
That's Wally. We have Mike Harris. He's stationed at Atlanta. 
He's also IAM. He came off the ramp as a, he was a shop steward 
on the ramp. His whole background is ramp service. Then we have 
Mike Walker. He's also a ramp guy. By the way, Paul Hughes is a 
ramp man.

Jerry Barrett: Oh, that's his background.
Charles Fisher: Yea. He came off. He was loading bags. 

But excellent potential. I really enjoy going places with Paul 
because he can not tell, you wouldn't have to say that Paul was 
from a union or from the ramp after dealing with him. He's just 
a. He's proud of that. He's proud of his background of being a 
ramp guy. But he's got a lot of charisma. He's got an ability 
about him to build rapport with people rather quickly. So he's a 
neat guy. Mike Walker, also he's from the ramp. His background 
is aviation. He's a mechanic. Let me jump back to Paul Hughes. 
Paul Hughes is also a mechanic. He got into ramp and never got 
out. MiKe Walker's background is, other than ramp, he does a lot 
of flying. He does general aviation maintenance. He takes care 
of a number of airplanes for this firm that flys power lines. So 
he's got a good mechanical background. So Paul's got those three 
guys working for him. Then we have a training coordinator which
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is Rich Hendricks. He's responsible for the training, the 
internal team development, training packages, helping with agenda 
designs. This sort of stuff.

Jerry Barrett: He's a training, I mean his background is 
in training?

Charles Fisher: He and Lyle Mannion were the two guys I 
was talking about when I would go into the system and help them 
train, in Human Resources. They came out of Human Resources on 
the support team. We just now made Rick the training coordinator. 
He was the TWU coordinator but TWU is not in the process because 
of negotiations. They're not actively involved with El yet. So 
we needed some help in training so, Rick's been moved over to 
training. Lyle Mannion is now Planning and Development. He's 
really the father of the self manage work teams. This guy is 
always on another planet. He is the most creative person I've 
ever met in my life, as far as designing agendas or conceptual 
things. I forgot the four letter designator we call him. He's 
definitely an NT. He's intuitive. He's always out there in 
another world. He's working real hard at trying to sense what's 
going on now because he'd just roll over you, you know, trying to 
get to his vision. As a result of that, he has super creative.
He can come up with some things that are just unbelievable.
That's why the team works so well together because we're all 
different. We can slow him down and he can cause us to use our 
creative juices. We fight like cats and dogs. In fact, some 
people will come on the support team and they'll hear us, actually
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behind closed doors yelling and screaming and they think we're 
killing one another. But actually we're working through a little 
problem, a little conflict. When we get to the end it's 
unbelievable, it's a hell of a product. The two workshops, I 
think, are a good example of that. It took us a month to get 
through that agenda. Just back and forth. I was just telling 
Jack, that's why Paul and I get along so well. We're Acting 
Directors of the support team and we work everything by consensus 
and we disagree on many issues. I was just telling Jack, it's ok 
to disagree. I wish management would learn that. It's ok to 
disagree. It's ok to fight. It's ok to - but when you have to be 
loyal, the decision must be loyal but never be afraid to disagree. 
We have that on the support so as a result of that I think we come 
of with a hell of a product.

Jerry Barrett: Do you have a sense that top management 
is supportive of this? You mentioned that Borman as the one who 
sort of plugged into the idea out at Boeing. Are they still with 
you and do they understand really what you are doing?

Charles Fisher: I think Jack does. Of course, his 
background is El. I think he does understand. He's with us. We 
made a presentation - well when the Texas Air buy out came Jack 
asked us to put together a presentation to justify ourselves.

Jerry Barrett: This was to the Texas Air people or -
Charles Fisher: I guess all the Senior VP's were asked 

to justify their organization so Jack went through an exercise. 
Probably the best thing that's happened to us because we put 
together a presentation to explain how we started, where we've



- 25-

been, where we're at today and where we're going. We gave this 
presentation to Jack and Jack just sat there. He called up the 
consultants right away and said, "Did you guys have anything to do 
with this?" The consultants says "No, we saw the presentation and 
we liked it but we had no input." Jack said, "God, you're 
teaching those guys pretty good." Because it blew his socks off. 
It was - when you mention El to probably most of the Senior 
Officers they think of warm fuzzies. Training sessions, expense, 
get together and this war fuzzy stuff.

Jerry Barrett: No production.
Charles Fisher: No production, you know, it's an 

expense. So we made this presentation and we showed Jack what 
we're doing and it was an eye opener to him. So we made the same 
presentation to Joe Leonard just last week and Joe Leonard. He 
had a board meeting to go to at 2 o'clock and we could tell he 
didn't want to leave. We spent two hours with him and when we 
finished the presentation it was just time for questions and 
answers and he had to go and he didn't want to go. But we got 
feedback through Jack that he was really impressed. So we've been 
given the go ahead to hire more people. So I think yes. Senior 
management is supportive. That's encouraging to us.

Jerry Barrett: That's with the full realization of the 
point that you were making that it only works well where there is 
participative management. So they're buying into that as well.

Charles Fisher: Sure. It's easy to talk than to do
(interruption)
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Jerry Barrett: Ok we're back on.
Charles Fisher: I was getting ready to say it's easier 

to talk about than to do. It's an evolution. So what we 
concentrate on is trying to show management successes. When we 
target an organization to go into we have criteria set up that 
say's ok is management receptive, are people receptive? What kind 
of training have they received? Once they meet certain criteria 
we say ok let's go in and give it a try. Then we hit the 
organization hard and we try to build it make successes and then 
show the rest of management this is what can happen if you really 
believe in this stuff and give it a shot.

Jerry Barrett: Actually, how do you advertise what 
you're successes have been? I noticed Falcon, there's an article 
at the tail end of that particular one I'm pointing at that told 
about, gave an example of where some El had been used and a 
success story. Is that your major way of telling your story? 
Except one on one.

Charles Fisher: That's our primary way. We have one 
page on the Falcon. The non-contract steering committee is now 
trying to put together a way to communicate successes to the 
workforce. Probably that's where it should come from the Res 
System Site Committee. This is another site committee for the 
itinerary offices and each of these offices has representative on 
this one system committee and this system committee is trying to 
develop a communication process now to share with the whole Res 
Center what's going on in El and successes. We've just started a
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computer tracking system. Two months ago we got the computer set 
up in the office and now we have ten test stations that are 
testing input to their local computers so we can gather the data 
so we can kind of put together something to share it with the 
world. That has been our weakness. Our biggest failure is 
communications. Setting up a process to share what's going on 
with the system. We recognized that it's probably one of the most 
important things we should be doing.

Jerry Barrett: Apparently, your group is very good at 
making presentations. That is to say to an audience because you 
do that as part of your training and you also do it in the 
briefings you just talked about to Leonard and Johnson. But 
that's a limited audience always and the other part of it is a 
group that you work with where you do have successes, that's a 
limited audience too. So the problem of merchandizing or whatever 
you would call it beyond that is, where there have been successes 
you want to get that message across, but it's difficult to do.

Charles Fisher: Sure, yea, you're right. We have 
thought about ways to merchandize that and it's difficult. We've 
considered a video tape, but that's a negative frame for most 
employees at Eastern Airlines. You know, we've had so many tapes 
come out with Borman on it talking about gloom and doom and bad 
news. So the tape has become a negative frame. The Falcon is, 
we're hoping that will start getting people positive. There's so 
much negative right now going on. We have difficulty, when you 
get a group together and you start trying to talk about the good
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things and positive things of El and unless they have experienced 
it, unless they have management that's participative, they just 
don't understand it. How can you, they're taking 20 percent of 
your pay, how can you be smiling, how can you be happy? Well we 
see what can happen. The majority of the folks at Eastern 
Airlines do not know that. They cannot experience that. So we 
have difficulty not being defensive, in being, you know.

Jerry Barrett: Part of it is I suppose you have to 
carry them along a little ways with your own enthusiasm.

Charles Fisher: Absolutely.
Jerry Barrett: Until they begin to feel it and 

experience it.
Charles Fisher: Yes. Absolutely.
Jerry Barrett: How come there is nothing going on with 

the flight attendants as far as El is concerned? Was there ever 
quality circles there or anything like that?

Charles Fisher: No. It's primarily the leadership within 
the TWU, as much as I know about it. There seems to be some 
internal conflicts within their own union. Some want El, some 
don't want El. They have representatives on the planning council 
but the last couple meetings I've attended it's been negative 
towards El. We have found out you don't go where you're not 
welcome. So until they're receptive. Until they want it. Of 
course, we'll continue to talk it up and show them the benefits of 
it. But they just haven't been that receptive to it right now.
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Jerry Barrett: There hasn't been a situation where 
there's been some bad experience with it are there?

Charles Fisher: No, it's just the environment.
Jerry Barrett: The airline business, of course, is 

unique in that people are spread so much and I suppose with flight 
attendants, they're more spread than, at a reservation center or 
at a IAM base.

Charles Fisher: Absolutely, and the unique thing about 
El is to let them solve that problem themselves. You know, here's 
a scheduling problem how can you guys meet? I'll be honest with 
you it is difficult for the pilots and also the flight attendants. 
I've been thinking about it for some time and I think I've come up 
with a good solution to it but what I want to do is go out and 
plant some seeds and let it be their idea. But what I think would 
be real effective for flight attendants and flight crews is we 
have a number all the time off for injury and I was thinking about 
putting a couple of groups together made up of people on injury 
leave and then all suggestions would be sent to this group. Give 
them training, give them some problem solving training, while 
their injury leave, sometimes it's a year, it's long term injury. 
Send all the suggestions to this group and let this group process 
them and do the problem solving. It just might work.

Jerry Barrett: It's an interesting idea. It would keep 
them involved in the company.

Charles Fisher: Sure and be productive.
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Jerry Barrett: In a useful process. It's true the 
pilots haven't done anything as far as El is concerned.

Charles Fisher: Yes they have been involved. They have 
their own steering committee. They call it the Flight Op Steering 
Committee. They have three domiciles. They've got one in Miami, 
a site committee one in Boston, and one in Atlanta I believe. 
There's not much activity but they're still talking, they believe 
in it and they want to meet. They're still trying to sort out how 
they can make it work for them.

Jerry Barrett: So your group is providing support to 
them as well?

Charles Fisher: Oh yes. Every time they meet they call 
us up and we'll go and help facilitate the meetings.

Jerry Barrett: But again they have problems that are 
somewhat similar to the flight attendants in that they're so 
disbursed around the country.

Charles Fisher: Yea, and of course, you know, they're 
making big bucks so I think the company would have difficulty in 
trying to pull 10 pilots off the line to spend a couple hours a 
week in a problem solving mode. You know, you're talking about a 
lot of bucks there versus reservation agents or mechanics.
There's arguments on both sides of that issue. We remain neutral.

Jerry Barrett: That's best.
Charles Fisher: Absolutely. That's the unique thing 

about support team. The perception that we have developed and 
created in the system where we have worked as being totally
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neutral , neither pro company, pro union. We are joint that makes 
us unique and we'll go and we'll facilitate. We play devil's 
advocate on just about all issues and just work the group to 
resolutions. Hard work sometimes. I was telling Jack I woke up 
the other night, in the middle of the night in my home in my bed 
and didn't know where I was at. I said that's saying a message. 
That happens to most of the support team members. It's the first 
time it's happened to me, I heard about it but it never happened 
before. I woke up and my wife was beside me I said really, where 
am I at.

Jerry Barrett: That's really getting caught up isn't
it?

Charles Fisher: Yea.
Jerry Barrett: I've heard the name of a professor from 

Harvard I think it is, Blauzie. Is that familiar to you? He's 
apparently been doing some looking into the employee involvement.

Charles Fisher: I'm unaware of that.
Jerry Barrett: His name is Joe Blotzie. You're not 

familiar with him. I just wondered what he was doing or if you'd 
come across him. What next?

Charles Fisher: Well, if we've had one failure, if you 
call if a failure, it's the parallel structure is now to the point 
where it should start desolving even though the culture hasn't 
changed. What we are finding is that management and supervisors 
are using the parallel structure as an excuse not to manage. What 
we'd like to see happen in the future is for senior management and 
the senior institutional leaders to form maybe a joint committee
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and then from that joint committee hold local management 
accountable and responsible for El. Right now there is no 
accountability and there is no responsibility unless a manager 
happens to believe in it. So it's not going nearly as fast as 
we'd like to see it. I think we don't have that much time. I 
think we should get there as soon as possible. In some cases, if 
it means replacing management or shop stewards, chief stewards 
whatever, that do not want to go along with the program so be it.
So I think that's what has to happen and that's the direction that
I think we're going to focus on and push. I can see a station as 
an example like Philadelphia or any station you can name where the 
manager and the highest junior official have to get together and 
they've got to prepare a report once every four months of El 
activity. What's been going on in your station. Frank and these 
guys are going to read that report. Well if it looks like it's
going ok, if it's not going ok, give us a call. Support team
what's going in Philly, you know, put some pressure on management 
to at least try this process. Cause we know it works, there's no 
question that it works.

Jerry Barrett: At the present time when a manager, 
supervisor, is evaluated, they have periodic evaluations like any 
personnel system, is that a factor? Do they, is that one of the 
items weighed to determine whether or not the person is performing 
well?

Charles Fisher: We're trying to encourage that. Trying 
to get that evaluation changed to include that but at present it
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doesn't. In fact, that's a good issue. I really believe that 
when El is successful the whole evaluation process is changed.
Once you identify who your customers are as a manager, my 
customers are my supervisors. My supervisors' customers are maybe 
the mechanics or the lead mechanics. So why should my customers 
evaluate me instead of the other way around. That's what we'd 
like to see. I'd like to see one day subordinates evaluate 
managers to see how they're doing. It's scary to a lot of 
people.

Jerry Barrett: Oh yes, yes, it certainly would be.
Charles Fisher: If you, again, if you treat your 

customers right you're going to get good evaluations. But more 
than that, you get good feed back and that's what's essential. We 
try to role model that. We just did a training session in Atlanta 
last week and there was an actual conflict going on between two of 
the instructors. I happened to walk into the room and I noticed 
it and I sensed it and they were so wrapped up in the content they 
didn't sense it. So at lunch time I sort of gave some feedback to 
these two instructions. Oh yea, you know. Finally, this one 
instructor admitted, "Yea, well you were intervening too much and 
I was getting pissed off and -" So I said why don't you guys go 
back and resolve that conflict in front of the group. Role play 
it. Do it right in front of the group. Hey, it sounds good. So 
they tried it and it worked the people responded to it because 
what happened the audience knew something was wrong. They didn't 
know what and then after the session was over with I got a phone
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calls. Was this staged? Was it really staged? Because we've 
been known to do stuff like that. I says no this wasn't staged, 
you saw a real conflict being resolved. But that feedback is 
critical. There's no way a manager can really see the benefits 
from participative management unless he gets that feedback. If 
you're an ass hole, you know, you ought to get that feedback also. 
Why you're an ass hole and -. That's maybe futuristic but I'd 
love to see that. Maybe a dual evaluation process. One where you 
evaluate you're subordinates and the subordinates evaluate you.

Jerry Barrett: With the political problems that have been 
created around quality circles, particularly with the machinists, 
do you see that being resolved, resolved somewhat in the same way 
that you're talking about on the management side getting 
leadership to bring pressure on their people at varying levels 
within the machinist to actually be doing employee involvement?

Charles Fisher: Paul would probably be much better to 
answer that question because he is involved in the political 
hierarchy of the IAM. But I don't see it happening as much as I 
like. I don't see the effort in the union leadership as much as 
in the management leadership. Even though management leadership 
may be giving it some lip service at least they're giving it 
something. Charlie Bryan is giving, he's fully endorsing the 
process. He's saying just go with it I believe in it. I can see 
the benefits. It's an opportunity for the employees to give 
input. He believes in holding lead mechanics responsible and all 
this kind of stuff. But I don't see that enthusiasm between 
Charlie and the rank and file. The, you know, the middle
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management you might say and the union. I don't see it. I don't 
know why. I just don't see it.

Jerry Barrett: You raised another point there that I 
wanted to ask you about with respect to the employee involvement 
and that is, there was some agreement a while back to begin to 
usually met, particularly in the machinists ranks, in a much more 
active way and to really reduce the number of supervisors. Has 
that been a positive thing as far as El is concerned?

Charles Fisher: I don't think it's either helped or hurt 
us because it was really separate from El. They did not call it 
El. They said it wasn't part of El. This was an effort set up by 
Human Resources. It was a bomb. In fact, we met the other day 
with Larry Seevers. I don't know if you know Larry Seevers? He's 
a Vice President of Human Resources. Right under Jack Johnson. 
He's for planning. We explained to him why we felt that program 
wasn't as successful as it could have been. It's because the lead 
man, they got training, they got some technical training but they 
did not receive the training. We thought they needed to become 
first leads and then understand what responsibility and 
accountability means and get agreement by both the IAM and the 
company as to what you're going to be accountable for. That was 
never done so it didn't work that well. So a lead would go 
through a school for a week and they'd say ok, now you're going to 
go out and we're going to hold you accountable for. For what?
Then any time a supervisor would come up and say ok, this is what 
I'm going to hold you responsible for they'd say, "Up yours." and
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the stewards would come in. It was just a mess. It is working in 
some places. At the same time, supervisors, they did not receive 
any training to let them know what was happening, what was coming 
down, what their new role would be. See, they were just under the 
assumption, these guy's are going to take my job. They don't need 
me any more. I'm a dinosaur. In my opinion, it wasn't very well 
done. It could have been much more effective if they had used, 
again what we call the El process to get both the leads and the 
supervisors involved right up front and say this is what we're 
planning. This is why we're doing it. Supervisors, you have 
nothing to worry about. We want you to support it. You know, 
this could be a new role. What do you think you new role should 
be and get them some ownership in that. So now they're asking us, 
they, Human Resources is asking us to come in and help them with 
phase two to see if we can try to salvage this whole concept. 
Because, in theory, we totally support the lead concept. We think 
it's the only way to go. But again it's a change and when start 
changing you got to get people involved and you've got to get the 
ownership and it's, you can't do it over night. It's a slow 
process. You've got to make sure people have the skills to be 
able to perform the way you want them to. The chief agent concept 
you know, is very similar.

Jerry Barrett: I don't know that one. Tell me about
it.

Charles Fisher: Well, it's very similar to the lead
concept except chief agent is for the agent ranks in the airports
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instead of having supervisors they made people like leads, or 
chief agents.

Jerry Barrett: These are non-contract.
Charles Fisher: Right. And the supervisor had his role 

changed a little bit. Some of the same mistakes were made in that 
whole process. When we made the presentation to Joe Leonard we 
talked about the self manage work teams and how the supervisor 
became the facilitator/coach for maybe five or six teams, ten 
people on a team. Joe right away picked up on that because he 
related that to the leads and the chief agents. He said, "How's 
it work" and we told him. " Well why's it working so well." So we 
told him about the evolution it took and all the preparation it 
took before you ever made a self manage work team. It took months 
and months. In Woodbridge they must have spent four months just 
preparing the agents for the change and getting supervisors 
involved up front about what their roles were going to be and once 
they bought into it to have them go out and train the employees. 
Training jointly with the employees who believed in it. So, it 
was a slow, calculated process for acceptance and it worked real 
well and Joe says, "Well, now I can understand some of the 
problems we had with the leads and the chief agent program."
Again, it's going back to what I call common sense approach to 
changing management people.

Jerry Barrett: With the IAM lead men, that process, or 
that change they made there was actually negotiated wasn't it? 
Wasn't that something covered in their negotiations? The idea of
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reducing the number of supervisors and increasing the 
responsibility of lead -

Charles Fisher: Yes, that was Bill Usery's I ... A lot 
of people think that was an IAM tactic to reduce supervision. But 
the way I understand it was during the negotiations Bill Usery 
kind of included this, if leads would accept more responsibility 
we could reduce management by five percent. You know, it's right, 
it's true. It should be done, it should have been done all along. 
So, I don't know if it was actually negotiated. There would be a 
lead man program and leads would accept more responsibility. I'm 
not sure about that. But I agree with whatever, however it came 
about, I agree with it. But you know, the lead mechanics, I 
think, would accept that, additional responsibility, if it was 
done with proper training and you know proper and have Charles 
Bryan stand up there right next to Jack Johnson or whoever and say 
Ok, this is what we agreed to guys and this is going to be you job 
and this is what you're going to be held responsible for. Then 
when you do the training with the leads and the supervisors, you 
do training with an IAM guy and a management guy right there 
together. You say, this is what management and union said, do you 
agree? Make it perfectly clear and that's not being done.

Jerry Barrett: Were you once a member of the 
machinists?

Charles Fisher: Yes. I was, I joined Eastern as an
apprentice mechanic. So I went through that apprentice program 
and. I've been with Eastern 19 years, I've got 18 months
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seniority, mechanical seniority. In the apprentice program you 
only get half seniority. So I was a mechanic for about 4 years 
then went into management.

Jerry Barrett: I take it what you've been doing the last 
couple of years you enjoy a lot.

Charles Fisher: Its got its moments. I never knew or 
understood burn out until I joined - You can get mentally 
exhausted. I started smoking three packs of cigarets a day and I 
finally quit those. That's cost me 55 pounds. So there's -

Jerry Barrett: Trade offs there.
Charles Fisher: Oh, yea. So now I'm on Shakley's and 

trying to lose the weight. But there's an awful lot of 
frustration associated with it. To answer you question, yes, I 
really do enjoy it but it does have its moments. I think the 
effort through more than any other program Eastern has ever 
started, if the continue it and if they get clear on 
accountability and responsibility. If they really believe in this 
stuff, let's do it. Let's start holding management accountable 
for it. If they don't, let's get rid of it. That's some of the 
frustrations we have. We're getting signals that they do believe 
in it which is positive. I'd just like to see it a little more 
structured, I should say, a little less structured by removing 
that parallel structure. But more structured in holding 
management accountable for it. I'd really like to see that. I
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think they'd see instant results. See what that does, it forces 
management to work with the institutional leaders. That has to 
happen you know.

Jerry Barrett: And right now they operate without doing
that. Without being directly involved with the institutional 
leaders because they've got the parallel structure there that kind 
of deals with that.

Charles Fisher: So, what we're doing now, we're kind of 
like in limbo right now nurturing what we've got going and keeping 
it going until we can get Charlie Bryan and Joe Leonard or whoever 
to sit down at a table and say ok, let's let by gones be by gones,
we've got to run an airline. Of course, I'm sure there's a war,
there's a war coming up with this 20 percent. So there's really 
not much we can do until all that scenario is over with and they 
can sit down both union and company and say ok this is what we 
believe in guys, we've got to go for it and we're going to hold 
you accountable for it. That's the day we're waiting for. So 
we're just kind of nurturing what we've got going and targeting, 
looking for good opportunities to target for any new effort.
That's enough to keep us busy. I mean, they keep us running. The
specialist average about 3 weeks out of a month on the road.

Jerry Barrett: Oh, they do that much.
Charles Fisher: Oh, yea, that's why we need those three

people.
Jerry Barrett: With those positions you have open are 

you going to hire internally?
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Charles Fisher: Yes. Well, that's our first choice.
Jerry Barrett: Your believe is that, if they know

something about the business already, the airline business, some 
portion, you can give them the other skills they need. Or would 
you be drawing primarily from people that are already at some 
level involved in the El program? Is that where you recruit from 
initially?

Charles Fisher: That's where we have recruited from in 
the past. Someone who has been involved, who meets the criteria. 
We haven't had to go outside yet because, I think, the best 
salespersons for El is someone up through the ranks. That have 
acquired the skills and are out there and they're doing it and 
they have a lot of history and a lot of stories they can tell to 
support the whole process. So, we've had some discussions, I 
think, yes, we could hire external consultants from the corp to be 
on the support team and they're probably much more eloquent and 
they have much more skill, many more skills than what we currently 
have. But there's just something about getting an IAM guy who was 
a one a day, grievance, guy, get him up in front of a group and 
they say this is not the Wally I knew. That is powerful, really 
powerful.

Jerry Barrett: Somebody who has seen the light.
Charles Fisher: Sure. To get an agent who was a 

reservations agent, who has got skills, you know, is a teacher at 
heart, believes in this stuff, to give him the skills and see them
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transform into a real believer or as Jack calls it a crusader. 
That's exciting.

Jerry Barrett: Is there much concern right now that 
maybe Texas Air doesn't believe in this kind of thing. That their 
style is different than that.

Charles Fisher: Yes there is some concern. Everywhere 
we go we get questions. Do they really believe in it? Well, I 
was just talking to Rick Varr and he said they do have an El.
It's like a gain sharing. It's different than what we've got, 
the way I understand it. I don't perceive them having El. I 
perceive them having gain sharing. Rick is telling me it is El 
but in everything we've been taught, money is not a motivator in 
every case, I mean, yes, it's a good incentive but it's, it may 
not be the motivator that we're looking for to change managers and 
to change people to treat people right.

Jerry Barrett: More money doesn't necessarily do that, 
it's input, for growth and things like that.

Charles Fisher: Yea. And we feel that's what needed at 
Eastern Airlines. Or I feel that way. We've got a history, a big 
history out there of the type of people we promote. They're 
autocrats. In many cases, they're autocrats and you go out there 
and try and get that to shift to change or give them the skills to 
be more participative. It's a tough job.

Jerry Barrett: Particularly with a history of rewarding 
certain kind of behavior.

Charles Fisher: Absolutely.
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Jerry Barrett: To talk about another behavior. I'm 
going to wonder. I've got to wonder.

Charles Fisher: So to have a money incentive to do a 
better job, I don't know, it'd be nice. In fact the company just 
approved a incentive package, or a gain sharing program for the 
non-contract workforce and that's going to be out probably in the 
next Falcon. You'll be reading about it. Where they can get cash 
awards for suggestions. I think, and it's every members believe 
of the support team, that once we're successful, we'll dissolve 
and so our task is to work ourselves out of a job. Maybe we would 
never work ourselves out of a job. Cause I think if you develop a 
corp of internal consultants they could be utilized. You could 
always find a place to utilize them. I think if Texas Air, if 
they knew what we were up to, if they knew what we were doing 
they'd buy it. In fact, we could probably help them at 
Continental or New York Air. You never know.

Jerry Barrett: Do you know if other airlines are doing 
anything similar to this?

Charles Fisher: I have not heard of anyone doing it to 
the extent that we are. Probably in the business Boeing may be 
the closest, that's a manufacturer. What they're doing at Ford is 
very close to what we're doing in their employee involvement 
effort. Of course, they're staffed ten times what we are for the 
employees. They're trying to do a whole system, you know, with 12 
people that's difficult. I could justify 50 people. We'll get
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there one day. It just makes sense, we've got to get there. It's 
just good sense.

Jerry Barrett: It must be frustrating to you, from time 
to time to read things in the paper about some quick analysis of 
Eastern that suggests that you're not doing well. I don't mean 
you personally, but the corporation.

Charles Fisher: That's why I don't read papers anymore.
I don't know what has happened for Eastern to get some of the 
press it gets. I just don't know. The press is often too quick, 
or they haven't done enough study or enough input before they 
write some of these articles. It's discouraging because I think 
if they really knew. There's is a lot of positives. Like we were 
talking earlier, there's so many good things. I strongly believe 
that the employees of Eastern are some of the best. Without 
question the way we've been managed for 10 years to me indicates 
that we do have good employees out there. Of course, they're the 
ones holding this place together. With all the gloom and doom and 
the black clouds and everything that's gone on in the last five or 
six years or so, for the employees to still react and respond the 
way they do is just incredible.

Jerry Barrett: That is a good argument really. That 
argues very strongly for them being pretty conscientious people 
and interested in the corporation succeeding.

Charles Fisher: I often times worry about the 
leaderships of the unions and sometimes management some of the 
things they do to box themselves in a corner where they just
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cannot get out. To me Usery was magic to pull off some of the 
things he pulled off. In fact, I wish he'd come out and give our 
support team some lessons in facilitation. How many times can you 
do that, you know? You hope that once you make interventions like 
that people would learn by it. But I constantly see the 
leaderships just getting themselves boxed in and they have no 
place to go. So they have to react rather than be pro-active in 
trying to work some of this stuff out. You talk to Bryan one on 
one and it sure makes an awful lot of sense. You talk to Joe 
Leonard one on one, sure makes a lot of sense. Well why can't we 
get all these sensible guys to same thing when we're all together.

Jerry Barrett: Yea, that is frustrating, isn't it? When 
they do see the vision but they don't see it together. Well this 
has been most interesting. I really appreciate your time to sit 
and visit with me about this and share your thoughts and 
experience with it. It's really an exciting area.

Charles Fisher: It is. It is super exciting and I just 
wish you could or if you ever have a chance come out and meet the 
support team.

Jerry Barrett: I'd like to do that, I would.
Charles Fisher: It's a bunch of. That's what's unique 

about the group, it's just a bunch of Eastern employees that have 
gotten together and they've learned a bunch of skills and they're 
out there as not gurus, gorilla fighters really. That's how the 
consultants classified, they say you're out there and you're just 
plugging and you're fighting and you just make sure you don't
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stick you head up too high where you'll get it shot off. You just 
keep up and bouncing around the system doing what you can. It's 
unique and it's joint and they really believe in the process. I 
think it's going to be because of that belief that it'll be 
successful. If it is not, I can't see how Eastern will be. I 
think eventually Eastern will get there. If it takes a Texas Air 
to come in and force us to start managing right, whatever, we'll 
get there though.

Jerry Barrett: I'm going to end on this note. Thank 
you, I appreciate you time and you willingness to chat about your 
experience here.

Charles Fisher: It's been my pleasure.
Jerry Barrett: Ok, thank you.
Charles Fisher: Thank you.


