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"In these t imes of 
lowered productivi ty, 

training is a way to 
extract more from 

existing resources . . . 
And, in these t imes of 

great, cont inuous 
change, training is an 
instrument of simple 

survival!" 

Percy Wood 

Change 

I'm going to talk about change — 
not the kind that rattles in your 
pocket, but the kind that has rat-
tled institutions and our way of life 
in recent years. Sweeping changes 
have transformed our world to an 
extent scarcely realized. The past 
is another country in which people 
did things differently. Compared 
with them, we are subject to 
supernormal rates of change. 

We are better fed, better 
sheltered and better educated than 
the millions who preceded us on 
this planet. That doesn't mean 
.we're superior in any way . . . we 
are just better educated to cope 
with unceasing changes in our so-
ciety. 

Your own careers are a 
manifestation of change, because 
change has greatly increased the 
necessity for training. One of my 
main responsibilities is to deal with 
changes that come in a constant 
flow . . . some anticipated and 
some by chance. 

Increasing 
Government Involvement 

Let's take a look at some of the 
changes impinging on the organi-
zations you're identified with, and 
on the airlines. In the public sector 
we see increasing government in-
volvement in business and 
industry. There are rules and reg-
ulations that intrude on manage-
ment prerogatives in hiring prac-
tices, personnel policies and pro-
grams, products and production 
procedures, the production en-
vironment, financing, advertising 
and marketing. Where it will 
end . . . no one can say. 

In the economic sector, for air 
transportation, we see a slowing 
rate of growth as compared with 
the 1960s, the increasing demands 

of labor and the constant pressure 
of cost inflation. In the material 
sector, we see a changed situation 
in regard to fuel and in aircraft 
technology. 

The aircraft has been an instru-
ment of change and it will continue 
to be — although we have now 
reached a plateau in technology. 
New aircraft that are quieter, 
more fuel efficient and environ-
mentally acceptable are on the 
drawing boards, but they do not 
offer the vast productive forward 
leap that jets achieved. The 
supersonic age that seemed so 
near in the 1960s is still in the ob-
scure future. It looks as though we 
will have to get along with the 
same remarkable and wonderful 
subsonic jets. 

The fuel shortage made us all 
aware, a while back, that a great 
change had occurred in the control 
of world petroleum resources. The 
airlines were hardest hit of all. In 
past years, aviation gasoline, and 
more recently jet fuel — which is 
kerosene — were bargain buys. 
There was an abundant supply at 
10 cents or 11 cents a gallon. And 
then — the OPEC crunch. Unlike 
the utilities and other industries, 
the airlines have no alternative 
fuel, such as coal. The gallon cost 
of jet fuel has gone from 10 cents 
just three years ago to 32 cents 
this year. United's bill for 1976 will 
approach half a billion dollars. 
While I'm talking to you United is 
spending about $1,000 a minute for 
fuel. Believe me, this has certainly 
intensified our training efforts in 
fuel conservation! 

The airlines will have to learn to 
live with a change in the pace of 
traffic growth. In the 1960s growth 
rates were 15 per cent each year. 

Begets Change 
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"Our corporate 
survival depends on 

training, training and 
more training . . . 

This year and in the years ahead, 
we're looking at an average 
growth rate of some five to six per 
cen.. But the base is larger. 

Then there is inflation — no new 
thing, but it has a high impact on 
United. In 1976 we see: 

• Wages and benefits .. Up 15% 
• Fuel Up 23% 
• Maintenance 

materials Up 30% 
• Airport usage — 

Landing fees and 
facility rentals Up 12% 

Training, Training 
and More Training 

Taken all together, the changes 
I've mentioned have had profound 
effects on United Air Lines. Our 
corpora te survival depended 
greatly on training, training and 
more training. I think it's fair to 
say that the airlines have become 
one of the most training-sensitive 
industries in the nation! 

A closer look will illustrate why 
United and other carriers place 
g rea t emphasis on t ra in ing . 
Really, no airline employee es-
capes, whether clerk or captain. 
Several years ago a skycap helped 
you carry your bags to a check-in 
counter. Now that person will look 
at your ticket, verify the destina-
tion and check your bags at curb-
side . . . training required! 

Our product is perishable. To-
day, United will close the door on 
1,433 departures from 92 airports. 
Over 175,000 airplane seats and we 
expect about 58 per cent to be oc-
cupied. Almost 74,000 seats will 
depart empty. We'll never have an 
opportunity to sell them again. 
They're gone. We can't rely on a 
"year-end clearance sale" to 
recoup dollars spent to offer 
today's product. 

Competition intensifies this pre-
carious position. Our product is 
similar to that of competitors . . . . 
We have generally the same air-
craft — the same prices — similar 
schedules and similar inflight 
amenities. What, then, sets us 
apart and above other airlines in 
the marketplace? What makes us 
different and gives us a competi-
tive edge? People! All 49,000 of 
them. To survive, we must provide 
the training necessary to make the 
competitive edge a reality. 

And this highly perishable, 
highly competitive product must 
be safe — in fact, beyond statisti-
cally safe. We cannot sit comfort-
ably by and show comparative 
statistics about work-place safety 
or the intensive safety require-
ments of flight-deck crews or me-
chanics or that our flight at-
tendants receive four and a half 

weeks of training and 25 per cent 
constitutes safety. Safety is a per-
ception and the public will not be 
satisfied with anything less than 
perfection. 

$25 Million Training Tool 
Last year, 5,000 United pilots 

received training at our center in 
Denver. Their salaries and travel 
expenses, plus the training center 
staff and operation exceeded $21 
million, and is supported by per-
haps the most expensive training 
aid in industry — a $25 million air-
craft. During the year, 2800 hours 
of training were conducted in an 
actual a i rc ra f t . An additional 
40,000 hours of training were con-
ducted in one of United's 13 flight 
simulators. A DC-10 simulator 
costs $4 million, only 15 per cent of 
the cost of the actual aircraft. In 
addition, the air t r anspor t 
industry devotes a lot of training 
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time to needs imposed by that big 
government I mentioned earlier. 

The airline industry is subject to 
governmental regulation because 
of powers Congress has given to 
the Federal Aviation Administra-
tion, the Civil Aeronautics Board 
and the National Transportation 
Safety Board. Over the years, the 
influence of these groups has 
grown to the point where there is 
now scarcely any aspect of opera-
tions outside of their purview. 

The FA A has primary responsi-
bility for safety. Because of the 
close relationship of training to 
safety, the FAA is directly in-
volved in our training process. 
Federal air regulations prescribe 
the training for flight-crew mem-
bers, flight attendants and dis-
patchers. Recently, this has been 
extended to other ground person-
nel associated with the movement 
of hazardous materials. Broad 
areas of course content are speci-
fied, as well as the minimum dura-
tion of the training program. Fed-
eral inspectors monitor new pro-
grams and make suggest ions 
which must generally be heeded 
before final approval is given. 
Once approved, the presentation 
of the course — as approved — has 
the weight of law. To give you 
some idea of how exacting this is, 
several years ago we were fined 
$1,000 because an instructor, for 
personal reasons, cut a class short 
by a couple of hours. 

Security Training 
About three years ago, we had 

to implement 100 per cent screen-
ing of passengers and their carry-
on baggage. Each person involved 
in predeparture security screening 
had to be trained. It's interesting 
to note that the public perceives 
security screening as an extension 
of our company boarding process, 
so we must strive for courteous 
and efficient service, as well as the 
skill to read X-ray screens and 
conduct personal searches. Gov-
ernmental controls and the attend-
ant bureaucratic procedures have 

become a way of life in airline 
training. 

Overall, air transportation is a 
constantly shifting industry in 
which a major ingredient of sur-
vival has been training, and a ma-
jor ingredient in its continued sur-
vival and profitability, growth, 
and efficiency will be training. 

When the industry began 50 
years ago, a large part of America 
was still in the "horse-and-buggy" 
era. Life was simpler, aircraft 
were rudimentary and training 
needs were minimal. I don't know 
of another industry that has gone 
through such extensive technologi-
cal change in such a short period. 
Our progress to United's present 
position as the largest airline in the 

"I think it's fair to say 
that the airlines have 

become 
one of the most 

training- sensitive 
industries in 

the nation . . . ." 

free world is directly related to 
training programs geared to con-
stant change and new technology. 

10 Training Goals 
To meet current demands of 

change, we have 10 goals for our 
corporate training activities. They 
range from the need for a clearly 
stated policy on training, to sys-
tematic methods for assessing job 
performance and the effectiveness 
of training in improving perform-
ance (see Figure 1). 

One of these goals is the main-
tenance of a core professional unit 
responsible for the regular review 
of all training personnel, technolo-
gy, and media to keep United cur-
rent with the rapidly developing 
field of training. 

To maintain a high level of ef-
fect iveness , we must have 
personnel who keep current with 
such developments , determine 
their application to United's re-
quirements, and extend them to 
other training personnel through-
out the system. This core group 
must have sufficient status and 
permanence to attract a high level 
of professionals. Its place in the or-
ganizational structure is such that 
its services and assistance can be 
used companywide. It must be 
more than a research and develop-
ment unit; it is in a position to en-
courage both management and 
other training personnel to update 
their practices for greater ef-
fectiveness. 

Line managers are well aware 
that their basic responsibility is to 
run the operation and they also 
know that they are evaluated 
against the bottom line. They will 
use training if they see a near-term 
payoff, but they are reluctant to 
put venture money into training 
research and development. 

Computer Training 
The core group dedicated to 

training has a different set of 
goals. One of the great technologi-
cal changes in this last half century 
has been the computer and United 
has one of the largest and most so-
phisticated systems outside the 
military. Our core training group 
started researching programmed 
instruction methodology over 15 
years ago. They have been able to 
evolve a sophisticated computer-
assisted instruction system, in-
cluding a system for individual stu-
dent responses. United has more 
than 3,400 computer terminals at 
various locations throughout the 
country which frequently double 
as learning centers. 

Line managers who would hesi-
tate on research and development 
investment are eager to take ad-
vantage of its benefits when they 
can see the cost savings of training 
employees at their own stations 

(Continued on page 55) 
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Change 
Begets Change 

(Continued from page 26) 
without traveling to a central 
point . . . training, which can be 
done individually, incrementally 
and during slow periods. 

A recent computer application is 
known as "TABS", an acronym for 
"Total Apollo Baggage System." 
Last year. United delivered more 
than 42 million pieces of baggage 
promptly and efficiently. That's a 
good example of a useless statistic. 
Our customers and us are more 
concerned with one per cent of our 
baggage — the 400,000 pieces 
which were misrouted. TABS will 
ferret out misrouted baggage fast-
er and more precisely than any 
other system in existence. All pub-
lic contact agents are in the pro-
cess of learning "TABS" through a 

15 to 20 minute computer-assisted 
instruction course. 

Another goal is that we must 
have clear and precise procedures 
which budget, account for, and re-
port the cost of all training. Why? 

• It helps decision-makers to de-
termine the true cost of certain 
procedural changes requi r ing 
training; 

• It encourages both manage-
ment and training personnel to 
plan more carefully and to assess 
both the costs of training vs. not 
training; 

• It discourages "overtraining" 
and spurs the search for increas-
ingly effective training methods 
and media; 

• It emphasizes the practical im-
portance of training. 

Line managers are responsible 
for this total operation and must be 
responsible for the training of their 

Figure 1. 

GOALS WE STRIVE FOR IN TRAINING 

1. A clearly fo rmula ted corporate t ra in ing pol icy which is unders tood 
th roughou t the sys tem. 

2. Managers and superv isors who unders tand, accept , and know how 
to fu l f i l l thei r basic respons ib i l i t y to t ra in subord inates . 

3. An approach to t ra in ing wh ich begins w i t h clearly ident i f ied needs 
and ends w i th the measurable achievement of pract ical t ra in ing ob-
ject ives. 

4. A clear ly unders tood procedure wh ich budgets , accounts for, and 
reports the cost of all t ra in ing. 

5. Systemat ic methods for assessing job per formance and the 
ef fect iveness of t ra in ing in improv ing that per formance. 

6. An organizat ional c l imate that encourages, recognizes and rewards 
in terdepar tmenta l p lanning and imp lementa t ion of t ra in ing pro-
grams. 

7. Maintenance of a core profess ional unit respons ib le for the regular 
review of all t ra in ing personnel , techno logy , and media to keep 
Uni ted current w i th the rapidly developing f ie ld of t ra in ing. 

8. Organizat ional mechan isms and procedures for ef fect ive interde-
par tmental p lanning of t ra in ing programs and use of special ized 
t ra in ing capabi l i t ies . 

9. A system of recogni t ion and rewards wh ich at t racts competent per-
sonnel to t ra in ing pos i t i ons and encourages them to develop their 
capabi l i ty for a profess ional t ra in ing career. 

10. The early involvement of t ra in ing personnel in p lanning those 
changes wh ich have t ra in ing imp l i ca t ions . 

"Our progress to 
United's present 

position as the 
largest airline in 
the free world is 

directly related to 
training programs 
geared to constant 

change and new 
technology . . » » 

people; and I have yet to meet a 
top-line manager who will turn 
down a valid idea to make his or 
her operation more efficient — or 
less costly. But, I have seen many 
managers turn down training pro-
posals because the training people 
couldn't demonstrate how some 
program would help. 

Need for Supervisory Training 
The last of the 10 goals I want to 

discuss is that we must have man-
agers and supervisors who under-
stand, accept, and know how to 
fulfill their basic responsibility to 
train subordinates. 

This goal highlights the greatest 
training need I see in our company 
today. Two years ago, we conduct-
ed an attitude survey of over 6,000 
public contact employees. The 
most significant finding of that 
survey was the real need to train 
first-level supervisors. 

Our supervisors seemed un-
aware of the strong influence they 
have on the attitudes and behavior 
of subordinates. The first-line su-
pervisors recognize and acknow-
ledge their responsibilities for 
"breaking-in" newly hired employ-
ees. This is a common and some-
what formal t ra ining activity 
which most supervisors plan and 
carry out with a clear awareness of 
what they are doing and why. 
Sometimes these same supervisors 
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overlook their personal impact on 
the growth and development of 
subordinates. 

Following the analysis of our 
survey results, we developed a 
two-phase course for new super-
visors. The program was tested 
last fall and by mid-1977 most of 
our supervisors will have attend-
ed. From then on it will be a re-
quirement within the first 90 days 
for new supervisors. 

The first phase concerns the 
nuts and bolts of the job and uses 
self-study methodology. The sec-
ond phase is centralized at our cor-
porate headquar te r s t ra ining 
center in Chicago. Phase one tends 
toward specifics and details, but 
phase two is at the other end. It 
deals with some fundamental man-
agement principles and their appli-
cation — and also covers the role of 
supervisors in their use of the hu-
man, physical and fiscal resources 
available to them. 

We also take this opportunity to 
discuss the basic elements of our 
free enterprise system, principles 
of economics and the need for pro-
ductivity and profitability. Yes, all 
of our employees must understand 
productivi ty and profi tabi l i ty . 
Profit must not be a dirty word. 

Management 
Succession Planning 

Another facet of this goal which 
has demanded considerable effort 
is management succession plan-
ning. In a business as volatile as 
ours, we knew we could not be 
content to wait for the natural 
buoyancy of the high potential 
people in the ranks to bring them 
to the surface. Nor could we be 
confident that our future manager-
ial needs could be satisfied by the 
supply of the open market. United 
adheres to a policy of promotion 
from within — not exclusively — 
but primarily. With a population of 
49,000 employees and a business 
that can still attract highly quali-
fied people even at entry-level po-
sitions, promotion from within 

makes a lot of sense. 
Early efforts at succession plan-

ning were concentrated on higher 
levels of management and consist-
ed of little more than identifying 
"comers" and making sure they 
were on career paths that would 
afford a proper mixture of man-
agerial experience. It didn't take 
us long to realize that the demands 
of our expanding business absorb-
ed qualified people faster than we 
could identify them. For the past 
three years, United has had a 
turnover rate of 25 per cent in po-
sitions of department level and 
higher. 

In response to this demand, we 
pushed our succession planning 
further into the organization . . . 
down to the third and fourth levels 

"Specific needs or 
areas of 

concentration may 
change, but an 

employee's needs 
to learn and grow 

do not change . . . ." 

of management . . . to insure that 
United's future leaders are receiv-
ing the earliest possible opportuni-
ty for identification and develop-
ment. This, along with increased 
emphasis on supervisory training, 
should satisfy our needs for future 
leadership. 

At the beginning, I mentioned 
four major areas of increased ex-
pense which cannot be controlled. 
We are carrying more passengers, 
but costs are growing much faster 
than revenues. The four largest 
airlines which carry two-thirds of 
the total industry traffic, all re-
ported losses in 1975. 

There's a tendency to eliminate 
training costs in hard times and to 
do excessive training in better 

times. This fluctuation is confusing 
to employees and managers alike. 
They should understand that good 
training is good when needed, and 
bad is bad — regardless of the 
times. The specific needs or areas 
of concentration may change, but 
an employee's needs to learn and 
grow do not change. A quality pro-
duct depends upon quality people, 
and hard times are when you need 
the highest quality people. 

Employee training should nei-
ther be regarded as an incidental 
activity nor an item in the near-
fringe category which can be 
readily trimmed away when bud-
get reductions are necessary. In 
these times of lowered productivi-
ty, training is a way to extract 
more from existing resources. And 
in these times of great, continuous 
change, training is an instrument 
of simple survival. USEESD 

Percy A. Wood, executive vice presi-
dent and chief operat ing officer, joined 
United Air Lines in 1941 as an instructor 
at the Boeing School of Aeronautics 
which United at one t ime operated in 
O a k l a n d , Cal i f . He b e c a m e s t a f f 
assis tant in United's engineering depar t -
ment at San Francisco in 1947 and two 
years later was named the airline's fac-
tory representa t ive at the Santa Monica, 
Calif., plant of Douglas Aircraf t Co. He 
was promoted to manager of engineering 
planning at United's San Francisco 
Maintenance Base in 1954 and became 
assis tant vice president of engineering 
and maintenance th ree years later. In 
1961 he was named vice president-base 
maintenance. Wood moved to Chicago in 
1968 to become vice president-employee 
relations at the company's headquar ters . 
In 1969, he assumed the position of 
senior vice president and general man-
ager eas tern division. He was named 
group vice president-operat ions services 
in December , 1973 and to his present 
post on January 1, 1975. His present 
memberships include the Wings Club of 
New York, the International Club of 
Washington, D.C., and the Society of 
Automotive Engineers . He is a past 
member of the Airline Industrial Rela-
tions Conference, which he helped to es-
tablish. 
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