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Jerry Barrett: This is Jerry Barrett talking. Today's 
date is March 20, 1986. I'm interviewing Jose Smith in his office 
at Eastern Airlines Headquarters Building in Miami.

If you would Jose, could start by just talking about what 
you did prior to coming with Eastern?

Jose Smith: Prior to going with Eastern?
Jerry Barrett: Yes.
Jose Smith: How far do you want to go back?
Jerry Barrett: Oh, you know. Just a sense of who you

are.
Jose Smith: Alright. Well I was born in Cuba. I came 

here when I, the day I became 17 years old. I went back to Cuba 
as part of the Bay of Pigs Invasion in 1961. I was wounded, 
captured. Spent four years in prison. I came back here in 62. I 
started to, well I sent to school at the University of Miami for a 
year. Studying Engineering. I transferred to Georgia Tech. I 
wanted to get of the Miami environment. At the time people were 
only talking about working to throw Castro out.

Jerry Barrett: Oh.
Jose Smith: I decided that was going to be a very 

difficult proposition and my lifetime was passing by and I had 
something in my life. So I went to Atlanta, enrolled in Georgia 
Tech and I graduated there as an Engineer in 1966. Was 
interviewed by Eastern when I was in school. Uh, I started to 
work at Eastern on January 3rd, 1967, as an Engineer in
Maintenance
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Jerry Barrett: In maintenance. Can you quickly sort of 
of thumb nail, give a thumb nail sketch of the jobs you've held 
since then? At Eastern.

Jose Smith: I've had 13 assignments in uh, 19 years. So 
I'll try real quickly. I was an Engineer in Maintenance, and 
Industrial Engineer. The following year I was promoted to Line 
Maintenance as a Senior Engineer. Then I was assigned to as 
Project Manager, New Aircraft Integration. Responsible for 
putting together all the things that had to be done in order to 
accept or be ready for the interruption into service of a 747- 
1011. We had leased two 747s from I think it was National or Pan 
American, at the time. In any event, I stayed there for about two 
years. Then I became Manager, Industrial Engineering, Flight 
Operations. Then I went as Controller for the Miami Station.
Then I went, and that was a field assignment. Then I went as 
Regional Controller for South Florida (garble). And I left the 
company. I was here on a leave of absence. Returned in a little 
less than a year. In December 1974 as a Ramp Service Supervisor. 
Primarily, because nobody wanted the job.

Jerry Barrett: Oh. (Laughter)
Jose Smith: And that's not of course I wanted, but I 

was, I had to put some food on my table. And, since that was the 
only thing that was available, I took it. Uh, it was quite an 
experience, but one that I truly treasure. Because it was the 
first real line assignment.
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Jerry Barrett: Totally different perspective of the
company.

Jose Smith: Completely. Completely. But uh, it was 
fun. It was different. And then I was Manager of Aircraft 
Services, responsible for, of Miami, responsible for all the 
cleaning and the fueling of the airplanes. And they had had five 
managers in three years. And they had never made the company 
code, the company standards. I had a ball in that place. And we 
fix it in two months. We were making all the standards and uh, it 
was, in fact I used to say it was the easiest job I ever had. Uh, 
but I truly enjoyed it.

Jerry Barrett: What was the problem prior to you?
Jose Smith: Oh, it was - 
Jerry Barrett: Just poor management?
Jose Smith: No, I don't know what you want to call it. 

Uh, we tweek a few knobs here, and we tweek a few knobs there.
Uh, primarily establishing accountability. And uh, sense of 
pride, and before you know it. In fact one of my stories that I 
treasure the most, was one of the cleaners telling me that before 
I come they used to go to a bar after work and talk about how they 
had cheated Eastern. They not work all day. Some of them were 
even bragging about sleeping half the shift, so on and so forth. 
And now a few months later, they were going to the same bar and 
having the same drinks, the same group people saying that our 
airplanes are looking better than anybody else in the system. And 
I got a 100 percent in my airplane yesterday. And I beat you, and
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so on and so forth. I treasure that story a lot.
Jerry Barrett: Um hm.
Jose Smith: It meant a lot to me. From there I went to 

Manager, Cargo Sales and Services. And uh, of Miami, and that was 
one that I truly also enjoyed. In fact, I began to realize that 
Flight Approaching was my call. That's really, that's really 
what I really enjoyed. That job was probably the best job that I 
ever had. Uh, it was my own little company. It was doing at the 
time about $10 million worth of business. I responsible for 
pricing, reservations, sales and the movement and warehousing of 
freight in and out of Miami. Uh, it was truly enjoyable. In fact 
I used to tell my wife that if they pay me enough, I'd remain

was promoted out of the job indhere for the rest of my life
A78 as Director of Manpower and Administration for the Pilot Group. 
I stayed two years there and I participated about a year, year 
worth of time in (garble) of 1979 and 80. A (garble). I uh, then
I moved to uh, Director of Marketing Manpower out of 
Administration. And I was responsible for essentially the same 
thing but now in the Ground Personnel including Reservations, uh 
and also responsible for Flight Attendant, manning and 
allocation. From there I was promoted to Vice President, 
Financial Planning and Control. And I remained there for four 
years and then I was promoted to this job Senior Vice President, 
Sales and Services, in October of last year.

Jerry Barrett: Can you talk a little bit about the 
experience with negotiations with the pilots?



Jose Smith: Oh, that was probably one of the most

frustrating experiences in my life. Uh, in 1979 and 80 we spent 
almost a little over a year traveling through all the country 
meeting with the pilots at different locations. Every week they 
would select a different location. And uh, at some point in times 
we would meet, we'd stayed three days in one local and meet for, 
one particular negotiation we met for 11 minutes.

Jerry Barrett: (Laughter)
Jose Smith: So, it was what I consider to be a total 

ste of time. I also began to find out that, that very little 
negotiating is done at the table. That that is just a ritual that 
you have to go through. The the real negotiations occur some 

ace else.
Jerry Barrett: Urn hm.
Jose Smith: And just when the parties are ready no 

sooner, no later. Uh, so that was a real introduction to 
negotiating. Uh, I had been doing a lot of negotiating with the 
IAM before But on local issues. When I was in Aircraft Services 
and in Sales and Services, uh Cargo. And I thought I had the 
respect and uh, I thought I knew how to handle different 
situations and I thought I was pretty successful. It was quite 
different when we were sitting at the table. Obviously, you were 
not in control.

Jerry Barrett: Um hm. The events were, the important 
events were taking place elsewhere, as far as negotiations.

Jose Smith: Oh, yea. We just, it was like, it was like
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two boxers that were eyeing each other. And, it depends on where 
the negotiations occur, who you were negotiating with. That it 
could take, in the case of the pilots, in that particular year, 
and the particular negotiating period, it took oh, a year. And 
then, when you finally uh, realize, one of the parties finally 
realize that this has to come to an end then that's when the real

i, was when uh, higher management levels 
started getting involved in the negotiations. And then, you just 
become, you were a nobody there.

uh, the head of the MEC and Colonel Borman disappeared for three 
hours, at 8 o'clock and came back at 11, and said we have an 
agreement. So we all shook hands and I went home. I got home at 
12 o'clock sat on my bed, my wife says how did you guys do and I 
said it's finished we uh, have an agreement. And she, I'm sure 
trying to be polite, and says how did it go? And I said I don't 
know.

one of the most frustrating

Jerry Barrett: (Laughter)
Jose Smith: And I remember one particular night, that

Jerry Barrett: (Laughter)
Jose Smith: (Laughter) And I did not know what had been

agreed to. it was very frustrating.
Jerry Barrett: You were as much in the dark as she was
Jose Smith: Yes. Yes.
Jerry Barrett: On the bargaining team, during that year 

that you dealt with the pilots, who else was on it? And what was
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what was your role?
Jose Smith: I was a, a, uh, I guess a. I was 

representing the manpower end of it. What was the manpower 
implication to uh, changes in work rules and that section of 
flight operation reporting to me.

Jerry Barrett: Ok.
Jose Smith: So we were all kinds of a, if analysis, if 

we change the credit regs it would change that, what would happen 
to our pilot utilization, will we be more efficient, less 
efficient, how much would it cost and that kind of stuff.

Jerry Barrett: Oh, ok. Ok.
Jose Smith: You know, we come up with numbers of pilots 

and those would be translated into dollars.
Jerry Barrett: When you'd make a projection like that 

based on a proposal made by the pilots. Would they pretty much 
accept your number? Or would there be a lot of contention about 
that?

Jose Smith: No, well. I thought that the, uh. I 
learned a lot as how to be a good union negotiator. Uh, that 
pilot group was not, was good, they were not bad at all. Uh, if, 
if a union negotiator wants something, the, when they start

^  ĵ\ listening to reason, they're dead.

i # Jerry Barrett: (Laughter)
Jose Smith: Uh, when I would say, let's look, let's

compare our utilization within the industry. They would tell you 
we don't care. We could care less what it is. This is what we
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want. And then you go back and you try to reason. And they says 
look we understand all the numbers, we don't care what they are. 
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.s what we want. And as long as they stayed in that, it's 
pretty difficult to uh, to uh, negotiate. Uh, once you begin to 
eason, uh then they have to accept your position, if your 
position logic.

Jerry Barrett: Um hm. So if they 
to get into the -

Jose Smith: If you avoid that -. 
ajor lessons in negotiating that I learned

avoid, they don't have

That was one of the 
. Uh, if you really

want to be successful, whether or not you're company or union, 
uh,in the tradition of bargaining. Hey, I could care less what 
your problems are, this is what I need. And as long as you can 
maintain that then you've got a good shot at getting it.

Jerry Barrett: Did a point come though, with the pilots 
that they had to recognize that there was a problem. That is to 
say deregulation -

Jose Smith: I don't think -. Well this is prior to, to 
I mean that negotiation, and during that negotiation deregulation 
was so new that it hadn't taken hold.

Jerry Barrett: Um hm.
Jose Smith: What we saw in 1983 was entirely different. 

Uh, when the three unions got really undecided that there was a 
problem, and that they were going to address it at that point in 
time, I said we got it made.

Jerry Barrett: Um hm.
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Jose Smith: Because there was no question at all that by 
having independent consultants that were supposed to be objective 
that they were not going to arrive at the same conclusions that we 
had arrived at. And obviously, the record is there, they did.

Jerry Barrett: Urn hm..
Jose Smith: I went through a month of excruciating 

analysis by two groups of consultants, Lizzard and Lockerabrick. 
Highly intelligent and capable people. Uh, I develop quite a high 
regard for both of them, and they could not throw one single rock 
to what we were projection to our plan. That was very rewarding 
to me, because I was taking the brunt of all of that. I mean, it 
was days that started at 8 o'clock in the morning and it would be 
12 o'clock in the evening and we'd be answering questions uh, uh 
going over numbers, why of this, and why of that. And uh, all of 
those unsuccessful. There was a report written, by them, only 
four copies of which were approved and uh. You haven't seen a 
copy. I have a company copy of the report in my files and uh, 
what in essence that report said that uh, we were right in what we 
were saying.

Jerry Barrett: This really debunked the idea that the 
unions had taken at some points that you had more than one set of 
books.

Jose Smith: From that point on.
Jerry Barrett: Yea.
Jose Smith: From that point on there was not question as 

to whether or not the numbers meant what they meant.
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Jerry Barrett: Um hm.
Jose Smith: They, not only that but they had access to 

them. They began to realize that you could not juggle with 
depreciation. That you were not keeping two sets of books. Now 
all their allegations were nothing more than rhetoric.

Jerry Barrett: The uh, one other thing that I understand 
that the unions have said is that, if it is true that there is 
this bad financial straights, then it's just a question of bad 
management. How do you deal with that? Cause you've had, you've 
moved around considerably within the organization and seen, and 
had an opportunity to manage a lot of different portions of the of 
the organization.

Jose Smith: Well, let me, let me put it this way. I 
think that everything's relative. I think that we have some good 
managers and I think we have some mediocre managers. And I, I 
also know that we have some poor managers. Uh, I think 
everything is relative. You know of course, I want perfection for 
my company. And I think my groups are helping well manage. Of 
course, it is me making the assessment. Uh, but these same 
consultants for example, that uh, came through Eastern and not 
only visit me for quite a long period of time but also visit with 
other levels of management of the company. Came back and said in 

lA:he area of finance, for example, you guy's are Harvard High 
School, I mean Harvard High School, I mean Harvard University, 
compared to Poughkeepsie High School. If you compare ourselves to 
Pan American.

I



Jerry Barrett: Um.
Jose Smith: In talking to other consultants that were 

Republic or Western, they said gee, you guys are really not bad at 
all. Uh, so I think everything is relative. Uh, I think sure, a 
company with 40,000 employees, we have made mistakes in placing 
people in key positions. Uh, no question about it.
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Jerry Barrett: Um 
Jose Smiith : L i vwould say that uh, that part of our

oblem in this section, for example, Sales and Services, is
Uh,because we have allowed the union to have too much control, 

we have in many areas of my present work unit, lack of 
discipline. Uh, that have been there throughout all the years.
In fact, we usually provide the resources required to do the job, 
and when we fail it's in the discipline to execute. We just do 
not have the discipline to execute. And, I say that's management 
problem. It's a management problem because, we have, well I say 
for four reasons, essentially, in some places we have put in the

&

sr
wrong person, in all locations we have put in the right person but N ̂  

we have not, not trained him properly. And I use an example, it's 
like taking somebody off the street and saying you're inducted in 
the Army you're a Second Lieutenant now, here's an M-l, here's 
your uniform, those are your people, go and lead them. The guy's 
going to get lost

Jerry Barrett: Um hm.
Jose Smith: Gonna get killed. Uh. The third, problem

has been in my opinion, that we have given conflicting signals to
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those people many times during their career. And the forthf as a 
result of those three we have been condoning things that have 
should have never been condoned before. And I have told the union 
very clearly, that uh, those things have got to stop. And uh, the 
acknowledge that, they accept that. And I said, we don't expect 
you to do it for us. The only thing that I ask of you, if you 
really mean what you're saying that you, that this company has to 
be efficient run properly. That you step aside.

Jerry Barrett: Um hm. Don't interfere with that.
Jose Smith: We do not condone the things that should not 

be condoned and some people come to you crying but you don't 
declare World War III. And so far, it's working.

Jerry Barrett: In effect, you're saying, it's not the, 
the work rules are not the major thing, then?

Jose Smith: Oh, no. No question the work rules are not, 
in my opinion the work rules are not uh, I don't think the IAM is 
a bad contract at all. I mean if you read the contract, there is 
very little said about work rules. There is somethings that 
work, if changed we could be more efficient. But I think we have 
set precedence through all the years of managing in a certain way 
because of the reasons that I have outlined to you, to have 
generated that lack of discipline to execute. And that, I'm 
changing that.

Jerry Barrett: Um hm. And what does that flow out of, 
the prior to deregulation? I mean working in a regulated 
industry, you can be a little careless.



Jose Smith: I would say so. I would way that
definitely that had something to do with it. jYou know, in a, in a 
prior to deregulation era, uh the unions would come to the
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ifccompany, being a labor intensive industry and you got to give me 
this. The company says I cannot afford it. Well, we'll slow you 
down. We'll cause all kinds of problems. And finally, will say 
what the hell. And then we go to the CAB, and fare increases to 
offset this cost and we go on our merry way. So they exercise 
their power and acted accordingly.

Jerry Barrett: A lot of careless practices.
Jose Smith: I would say so.
Jerry Barrett: Both on the part of the unionized people 

as well as those who should be managing them.
Uh, do you think that, a number of things have happened 

in the last five years, ten years, I guess with the airline 
industry that have uh, all been kind of bad news. Uh,
deregulation being one them, has had tremendous impact. What

r^-tcoabout the -pa^h -cede dispute? Did that have much impact on, uh?
Jose Smith: I don't, I really don't think that he had. 

Well let me see if I understand your question. Impact where, 
impact in, in labor relations, in the way we handle each other?

Jerry Barrett: No, I meant it more financial I guess. 
Jose Smith: Yea. (garble). Yea it did have an impact

but uh, you know fuel crisis had an impact and it was overcome.
I don't think, (garble) as an impact, I will not consider that as 
a, as a crucial impact or a major impact that slow things down, it
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settles back, uh, but in a year the stymie was over come.
Uh, I don't know if you interested in some of the feelings that I 
have on why, you know why some of the things are happening today 
with the unions. And uh, I, I tell all my people, the people I 
talk to, that what is happening today is perfectly logical. And 
they say, why? And I say, well just put yourself in their shoes 
of a pilot. At age 18 you went on to the Air Force Academy and
you work your rear end in order to get there. You work through
it, you then learn to fly to airplanes and you serve your country
for five/six years. Uh, and, you went through hell, through all
that period of time. And now you've decided that you want to get 
out there and you're going to work for an airline. Then you open
the contract and you realize that when you're going to be 48 years
old, 30 years after you started, you were going to be a Captain 
for a 727 earning $100,000. of today's dollars and uh, heck you 
got it made. You're going work 12/13 days a month and all the 
business uh, enjoying live, whatever. Then all of a sudden, 
somebody comes and pulls the rug from under you. Will you accept 
that? Well eventually you have no choice. But I got to tell you,
I'm gonna scream, yell and kick before I accept that. And I would
delay it as long as I can. Because maybe a miracle will occur 
somehow that I won't have to give up any of those things that I 
thought I had.

Jerry Barrett: Time does take of some things and so 
delay and maybe it will be taken care of. That's an interesting 
idea that in effect all of this is like raining on their parade.
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You know, they, to use sort of silly analogy that they had it made 
and the system is screwing it up now.

Jose Smith: Yea. And they're going to fight it.
They're going to fight it with everything they have. Why wouldn't 
they? And now we sit over here and say gee, don't they know 
what's going on? Sure they know what's going on. But why are 
they going to surrender? I mean, their, eventually, they have to 
they have no choice. Uh, but they are going to delay that much as 
they can because maybe a miracle will occur. Who knows? Why 
should I give something now?

Jerry Barrett: That's very good.
Jose Smith: It's always uh, to me it's perfectly 

logical. I don't like it. I wish it were different.
Jerry Barrett: You said you had an appointment at 4 

o'clock. Do you want to stop now?
Jose Smith: Yea. Then we can continue.
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Jerry Barrett: This is Jerry Barrett talking. Today's 
date is March 20, 1986. I'm interviewing Jose Smith in his office 
at Eastern Airlines Headquarters Building in Miami.

If you would Jose, could start by just talking about what 
you did prior to coming with Eastern?

Jose Smith: Prior to going with Eastern?
Jerry Barrett: Yes.
Jose Smith: How far do you want to go back?
Jerry Barrett: Oh, you know. Just a sense of who you

are.
Jose Smith: Alright. Well I was born in Cuba. I came 

here when I, the day I became 17 years old. I went back to Cuba 
as part of the Bay of Pigs Invasion in 1961. I was wounded, 
captured. Spent four years in prison. I came back here in 62. I 
started to, well I sent to school at the University of Miami for a 
year. Studying Engineering. I transferred to Georgia Tech. I 
wanted to get of the Miami environment. At the time people were 
only talking about working to throw Castro out.

Jerry Barrett: Oh.
Jose Smith: I decided that was going to be a very 

difficult proposition and my lifetime was passing by and I had 
something in my life. So I went to Atlanta, enrolled in Georgia 
Tech and I graduated there as an Engineer in 1966. Was 
interviewed by Eastern when I was in school. Uh, I started to 
work at Eastern on January 3rd, 1967, as an Engineer in
Maintenance.
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Jerry Barrett: In maintenance. Can you quickly sort of 
of thumb nail, give a thumb nail sketch of the jobs you've held 
since then? At Eastern.

Jose Smith: I've had 13 assignments in uh, 19 years. So 
I'll try real quickly. I was an Engineer in Maintenance, and 
Industrial Engineer. The following year I was promoted to Line 
Maintenance as a Senior Engineer. Then I was assigned to as 
Project Manager, New Aircraft Integration. Responsible for 
putting together all the things that had to be done in order to 
accept or be ready for the interruption into service of a 747- 
1011. We had leased two 747s from I think it was National or Pan 
American, at the time. In any event, I stayed there for about two 
years. Then I became Manager, Industrial Engineering, Flight 
Operations. Then I went as Controller for the Miami Station.
Then I went, and that was a field assignment. Then I went as 
Regional Controller for South Florida (garble). And I left the 
company. I was here on a leave of absence. Returned in a little 
less than a year. In December 1974 as a Ramp Service Supervisor. 
Primarily, because nobody wanted the job.

Jerry Barrett: Oh. (Laughter)
Jose Smith: And that's not of course I wanted, but I 

was, I had to put some food on my table. And, since that was the 
only thing that was available, I took it. Uh, it was quite an 
experience, but one that I truly treasure. Because it was the 
first real line assignment.
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Jerry Barrett: Totally different perspective of the
company.

Jose Smith: Completely. Completely. But uh, it was 
fun. It was different. And then I was Manager of Aircraft 
Services, responsible for, of Miami, responsible for all the 
cleaning and the fueling of the airplanes. And they had had five 
managers in three years. And they had never made the company 
code, the company standards. I had a ball in that place. And we 
fix it in two months. We were making all the standards and uh, it 
was, in fact I used to say it was the easiest job I ever had. Uh, 
but I truly enjoyed it.

Jerry Barrett: What was the problem prior to you?
Jose Smith: Oh, it was -
Jerry Barrett: Just poor management?
Jose Smith: No, I don't know what you want to call it. 

Uh, we tweek a few knobs here, and we tweek a few knobs there.
Uh, primarily establishing accountability. And uh, sense of 
pride, and before you know it. In fact one of my stories that I 
treasure the most, was one of the cleaners telling me that before 
I come they used to go to a bar after work and talk about how they 
had cheated Eastern. They not work all day. Some of them were 
even bragging about sleeping half the shift, so on and so forth. 
And now a few months later, they were going to the same bar and 
having the same drinks, the same group people saying that our 
airplanes are looking better than anybody else in the system. And 
I got a 100 percent in my airplane yesterday. And I beat you, and
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so on and so forth. I treasure that story a lot.
Jerry Barrett: Um hm.
Jose Smith: It meant a lot to me. From there I went to

Manager, Cargo Sales and Services. And uh, of Miami, and that was
one that I truly also enjoyed. In fact, I began to realize that 
Flight Approaching was my call. That's really, that's really 
what I really enjoyed. That job was probably the best job that I 
ever had. Uh, it was my own little company. It was doing at the 
time about $10 million worth of business. I responsible for 
pricing, reservations, sales and the movement and warehousing of 
freight in and out of Miami. Uh, it was truly enjoyable. In fact 
I used to tell my wife that if they pay me enough, I'd remain 
here for the rest of my life. I was promoted out of the job in 
78 as Director of Manpower and Administration for the Pilot Group. 
I stayed two years there and I participated about a year, year
worth of time in (garble) of 1979 and 80. A (garble). I uh, then
I moved to uh, Director of Marketing Manpower out of 
Administration. And I was responsible for essentially the same 
thing but now in the Ground Personnel including Reservations, uh 
and also responsible for Flight Attendant, manning and 
allocation. From there I was promoted to Vice President,
Financial Planning and Control. And I remained there for four 
years and then I was promoted to this job Senior Vice President, 
Sales and Services, in October of last year.

Jerry Barrett: Can you talk a little bit about the 
experience with negotiations with the pilots?
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Jose Smith: Oh, that was probably one of the most 
frustrating experiences in my life. Uh, in 1979 and 80 we spent 
almost a little over a year traveling through all the country 
meeting with the pilots at different locations. Every week they 
would select a different location. And uh, at some point in times 
we would meet, we'd stayed three days in one local and meet for, 
one particular negotiation we met for 11 minutes.

Jerry Barrett: (Laughter)
Jose Smith: So, it was what I consider to be a total 

waste of time. I also began to find out that, that very little 
negotiating is done at the table. That that is just a ritual that 
you have to go through. The the real negotiations occur some 
place else.

Jerry Barrett: Um hm.
Jose Smith: And just when the parties are ready no 

sooner, no later. Uh, so that was a real introduction to 
negotiating. Uh, I had been doing a lot of negotiating with the 
IAM before But on local issues. When I was in Aircraft Services 
and in Sales and Services, uh Cargo. And I thought I had the 
respect and uh, I thought I knew how to handle different 
situations and I thought I was pretty successful. It was quite 
different when we were sitting at the table. Obviously, you were 
not in control.

Jerry Barrett: Um hm. The events were, the important 
events were taking place elsewhere, as far as negotiations.

Jose Smith: Oh, yea. We just, it was like, it was like
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two boxers that were eyeing each other. And, it depends on where 
the negotiations occur, who you were negotiating with. That it 
could take, in the case of the pilots, in that particular year, 
and the particular negotiating period, it took oh, a year. And 
then, when you finally uh, realize, one of the parties finally 
realize that this has to come to an end then that's when the real 
negotiating began. And uh, one of the most frustrating 
experiences about that time, was when uh, higher management levels 
started getting involved in the negotiations. And then, you just 
become, you were a nobody there.

Jerry Barrett: (Laughter)
Jose Smith: And I remember one particular night, that 

uh, the head of the MEC and Colonel Borman disappeared for three 
hours, at 8 o'clock and came back at 11, and said we have an 
agreement. So we all shook hands and I went home. I got home at 
12 o'clock sat on my bed, my wife says how did you guys do and I 
said it's finished we uh, have an agreement. And she, I'm sure 
trying to be polite, and says how did it go? And I said I don't 
know.

Jerry Barrett: (Laughter)
Jose Smith: (Laughter) And I did not know what had been

agreed to. It was very frustrating.
Jerry Barrett: You were as much in the dark as she was.
Jose Smith: Yes. Yes.
Jerry Barrett: On the bargaining team, during that year 

that you dealt with the pilots, who else was on it? And what was
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I was a, a, uh, I guess a. I was 
representing the manpower end of it. What was the manpower 
implication to uh, changes in work rules and that section of 
flight operation reporting to me.

Jerry Barrett: Ok.
Jose Smith: So we were all kinds of a, if analysis, if 

we change the credit regs it would change that, what would happen 
to our pilot utilization, will we be more efficient, less 
efficient, how much would it cost and that kind of stuff.

Jerry Barrett: Oh, ok. Ok.
Jose Smith: You know, we come up with numbers of pilots 

and those would be translated into dollars.
Jerry Barrett: When you'd make a projection like that 

based on a proposal made by the pilots. Would they pretty much 
accept your number? Or would there be a lot of contention about 
that?

Jose Smith: No, well. I thought that the, uh. I 
learned a lot as how to be a good union negotiator. Uh, that 
pilot group was not, was good, they were not bad at all. Uh, if, 
if a union negotiator wants something, the, when they start 
listening to reason, they're dead.

Jerry Barrett: (Laughter)
Jose Smith: Uh, when I would say, let's look, let's 

compare our utilization within the industry. They would tell you 
we don't care. We could care less what it is. This is what we
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want. And then you go back and you try to reason. And they says 
look we understand all the numbers, we don't care what they are. 
This is what we want. And as long as they stayed in that, it's 
pretty difficult to uh, to uh, negotiate. Uh, once you begin to 
reason, uh then they have to accept your position, if your 
position logic.

Jerry Barrett: Um hm. So if they avoid, they don't have 
to get into the -

Jose Smith: If you avoid that -. That was one of the 
major lessons in negotiating that I learned. Uh, if you really 
want to be successful, whether or not you're company or union, 
uh,in the tradition of bargaining. Hey, I could care less what 
your problems are, this is what I need. And as long as you can 
maintain that then you've got a good shot at getting it.

Jerry Barrett: Did a point come though, with the pilots 
that they had to recognize that there was a problem. That is to 
say deregulation -

Jose Smith: I don't think -. Well this is prior to, to 
I mean that negotiation, and during that negotiation deregulation 
was so new that it hadn't taken hold.

Jerry Barrett: Um hm.
Jose Smith: What we saw in 1983 was entirely different. 

Uh, when the three unions got really undecided that there was a 
problem, and that they were going to address it at that point in 
time, I said we got it made.

Jerry Barrett: Um hm.
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Jose Smith: Because there was no question at all that by 
having independent consultants that were supposed to be objective 
that they were not going to arrive at the same conclusions that we 
had arrived at. And obviously, the record is there, they did.

Jerry Barrett: Urn hm..
Jose Smith: I went through a month of excruciating 

analysis by two groups of consultants, Lizzard and Lockerabrick. 
Highly intelligent and capable people. Uh, I develop quite a high 
regard for both of them, and they could not throw one single rock 
to what we were projection to our plan. That was very rewarding 
to me, because I was taking the brunt of all of that. I mean, it 
was days that started at 8 o'clock in the morning and it would be 
12 o'clock in the evening and we'd be answering questions uh, uh 
going over numbers, why of this, and why of that. And uh, all of 
those unsuccessful. There was a report written, by them, only 
four copies of which were approved and uh. You haven't seen a 
copy. I have a company copy of the report in my files and uh, 
what in essence that report said that uh, we were right in what we 
were saying.

Jerry Barrett: This really debunked the idea that the 
unions had taken at some points that you had more than one set of 
books.

Jose Smith: From that point on.
Jerry Barrett: Yea.
Jose Smith: From that point on there was not question as 

to whether or not the numbers meant what they meant.
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Jerry Barrett: Um hm.
Jose Smith: They, not only that but they had access to 

them. They began to realize that you could not juggle with 
depreciation. That you were not keeping two sets of books. Now 
all their allegations were nothing more than rhetoric.

Jerry Barrett: The uh, one other thing that I understand 
that the unions have said is that, if it is true that there is 
this bad financial straights, then it's just a question of bad 
management. How do you deal with that? Cause you've had, you've 
moved around considerably within the organization and seen, and 
had an opportunity to manage a lot of different portions of the of 
the organization.

Jose Smith: Well, let me, let me put it this way. I 
think that everything's relative. I think that we have some good 
managers and I think we have some mediocre managers. And I, I 
also know that we have some poor managers. Uh, I think 
everything is relative. You know of course, I want perfection for 
my company. And I think my groups are helping well manage. Of 
course, it is me making the assessment. Uh, but these same 
consultants for example, that uh, came through Eastern and not 
only visit me for quite a long period of time but also visit with 
other levels of management of the company. Came back and said in 
the area of finance, for example, you guy's are Harvard High 
School, I mean Harvard High School, I mean Harvard University, 
compared to Poughkeepsie High School. If you compare ourselves to
Pan American
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Jerry Barrett: Um.
Jose Smith: In talking to other consultants that were 

Republic or Western, they said gee, you guys are really not bad at 
all. Uh, so I think everything is relative. Uh, I think sure, a 
company with 40,000 employees, we have made mistakes in placing 
people in key positions. Uh, no question about it.

Jerry Barrett: Um.
Jose Smith: I would say that uh, that part of our 

problem in this section, for example, Sales and Services, is 
because we have allowed the union to have too much control. Uh, 
we have in many areas of my present work unit, lack of 
discipline. Uh, that have been there throughout all the years.
In fact, we usually provide the resources required to do the job, 
and when we fail it's in the discipline to execute. We just do 
not have the discipline to execute. And, I say that's management 
problem. It's a management problem because, we have, well I say 
for four reasons, essentially, in some places we have put in the 
wrong person, in all locations we have put in the right person but 
we have not, not trained him properly. And I use an example, it's 
like taking somebody off the street and saying you're inducted in 
the Army you're a Second Lieutenant now, here's an M-l, here's 
your uniform, those are your people, go and lead them. The guy's 
going to get lost.

Jerry Barrett: Um hm.
Jose Smith: Gonna get killed. Uh. The third, problem 

has been in my opinion, that we have given conflicting signals to
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those people many times during their career. And the forth, as a 
result of those three we have been condoning things that have 
should have never been condoned before. And I have told the union 
very clearly, that uh, those things have got to stop. And uh, the 
acknowledge that, they accept that. And I said, we don't expect 
you to do it for us. The only thing that I ask of you, if you 
really mean what you're saying that you, that this company has to 
be efficient run properly. That you step aside.

Jerry Barrett: Urn hm. Don't interfere with that.
Jose Smith: We do not condone the things that should not 

be condoned and some people come to you crying but you don't 
declare World War III. And so far, it's working.

Jerry Barrett: In effect, you're saying, it's not the, 
the work rules are not the major thing, then?

Jose Smith: Oh, no. No question the work rules are not, 
in my opinion the work rules are not uh, I don't think the IAM is 
a bad contract at all. I mean if you read the contract, there is 
very little said about work rules. There is somethings that 
work, if changed we could be more efficient. But I think we have 
set precedence through all the years of managing in a certain way 
because of the reasons that I have outlined to you, to have 
generated that lack of discipline to execute. And that, I'm 
changing that.

Jerry Barrett: Urn hm. And what does that flow out of, 
the prior to deregulation? I mean working in a regulated 
industry, you can be a little careless.
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Jose Smith: I would say so. I would way that
definitely that had something to do with it. You know, in a, in a 
prior to deregulation era, uh the unions would come to the 
company, being a labor intensive industry and you got to give me 
this. The company says I cannot afford it. Well, we'll slow you 
down. We'll cause all kinds of problems. And finally, will say 
what the hell. And then we go to the CAB, and fare increases to 
offset this cost and we go on our merry way. So they exercise 
their power and acted accordingly.

Jerry Barrett: A lot of careless practices.
Jose Smith: I would say so.
Jerry Barrett: Both on the part of the unionized people 

as well as those who should be managing them.
Uh, do you think that, a number of things have happened 

in the last five years, ten years, I guess with the airline 
industry that have uh, all been kind of bad news. Uh, 
deregulation being one them, has had tremendous impact. What 
about the path code dispute? Did that have much impact on, uh?

Jose Smith: I don't, I really don't think that he had. 
Well let me see if I understand your question. Impact where, 
impact in, in labor relations, in the way we handle each other?

Jerry Barrett: No, I meant it more financial I guess.
Jose Smith: Yea. (garble). Yea it did have an impact 

but uh, you know fuel crisis had an impact and it was overcome.
I don't think, (garble) as an impact, I will not consider that as 
a, as a crucial impact or a major impact that slow things down, it
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settles back, uh, but in a year the stymie was over come.
Uh, I don't know if you interested in some of the feelings that I 
have on why, you know why some of the things are happening today 
with the unions. And uh, I, I tell all my people, the people I 
talk to, that what is happening today is perfectly logical. And 
they say, why? And I say, well just put yourself in their shoes 
of a pilot. At age 18 you went on to the Air Force Academy and
you work your rear end in order to get there. You work through
it, you then learn to fly to airplanes and you serve your country
for five/six years. Uh, and, you went through hell, through all
that period of time. And now you've decided that you want to get 
out there and you're going to work for an airline. Then you open
the contract and you realize that when you're going to be 48 years
old, 30 years after you started, you were going to be a Captain 
for a 727 earning $100,000. of today's dollars and uh, heck you 
got it made. You're going work 12/13 days a month and all the 
business uh, enjoying live, whatever. Then all of a sudden, 
somebody comes and pulls the rug from under you. Will you accept 
that? Well eventually you have no choice. But I got to tell you,
I'm gonna scream, yell and kick before I accept that. And I would
delay it as long as I can. Because maybe a miracle will occur 
somehow that I won't have to give up any of those things that I 
thought I had.

Jerry Barrett: Time does take of some things and so 
delay and maybe it will be taken care of. That's an interesting 
idea that in effect all of this is like raining on their parade.
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You know, they, to use sort of silly analogy that they had it made 
and the system is screwing it up now.

Jose Smith: Yea. And they're going to fight it.
They're going to fight it with everything they have. Why wouldn't 
they? And now we sit over here and say gee, don't they know 
what's going on? Sure they know what's going on. But why are 
they going to surrender? I mean, their, eventually, they have to 
they have no choice. Uh, but they are going to delay that much as 
they can because maybe a miracle will occur. Who knows? Why 
should I give something now?

Jerry Barrett: That's very good.
Jose Smith: It's always uh, to me it's perfectly 

logical. I don't like it. I wish it were different.
Jerry Barrett: You said you had an appointment at 4 

o'clock. Do you want to stop now?
Jose Smith: Yea. Then we can continue.


