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TITLE: WESTERNARCTICAIRLTD.

Fred Carmichad aMetis Indian from Aklavik is part owner and genera manage of
Western Arctic Air Ltd. Western Arctic Air isaconnector arline which provides
scheduledservice to the smdl northern communities around Inuvik for passengers
travelling on NWT Air, aconnector arlinefor Air Canada, and for loca commuters.

In addition to scheduled services, Western Arctic Air provides an exploration charter
sarvice and carries on avery successful tourist charter business which operates as Antler
Tours. Miki O'Kaneisasssant generd manager and handlesthe "businessend” of

things,

while Fred flies and coordinates the maintenance work. Shella O'Kane, Miki's Sger,
hes

managed Antler Toursfor the past three summers.

Fred has worked in the aviation industry Snce 1960. Despite severd financid setbacks
?ggedia Fred is happy about the success that he has achieved with Western Arctic Alir.
He agrees with Sheillaand Mild thet this successis dtributable to the persond service
tgeé/mleto offer to thar cusomers. Both Shellaand Mild go further and say alarge
fiarﬁg;ir uccessis Fred's excdlent reputation in the community.

History

Fred's father was Frank Carmichad, atrgpper from the south who settled in Aklavik in
1927. Frank married Caroline Kay, asger of aformer chief of the Fort McPherson
%e;ad and had two sons, John and Fred. When Fred was 16 he met Don Violette, who
Vz\all_isa/mgelicd missonary with apilot'slicense. Fred fdl in love with flying when
\I/eltdh?trfhandlethe controls of his small aircreft.*

Fred saved enough money to go to the Edmonton Bible College in Albertaand to take

flying lessonsin thefal of 1954. But Fred recdls, "It didnt take long for meto redizel

weas

more interested in flying than in becoming amissonary like Don." Fred was 19 when he




became the first native-born resdent of the Northwest Territories to earn his commercid
pilot'slicence.

Anincident in 1958 helped build Fred's reputation as a pilat, dthough it had an unhappy
ending. It washisfirg rescue misson. He hed to fly an Inuit woman who was blesding
internaly from Reindeer Station to Aklavik. Radio communications were out between
the
two communities, o there was no way to get flarepots it on the runway when Fred
reached
Aidavik. Hewasfindly ableto land usng only hislanding lights- onroughiceinthe
West
Channd -- only to learn that his passenger had died.®

In 1960, Fred and a partner sarted a charter company caled Reindeer Air Service. The
partner sold hisinterest in 1969 but returned in 1971 to buy Fred's smdler airplanes and
dart Ram Air. Fred continued with Reindeer Air Service but had arun of bad luck in
1972.

One of his pilots undershot the runaway a Sachs Harbour on Banks Idand and wrecked a
twin-engine G-46 Curtiss Commando. Then amonth later, two pilots were killed when
thar

plane crashed in a sudden storm outsde of Norman Wels. That knocked the dickens out
of me" Carmichadl remembers. "I tried to carry on, but my heart just wasntin it.”

"By 1975, I'd found a buyer and the documents for the sde were dl drawvn up when two
friends talked meinto carrying on. They were going to buy in as partners and run the
business end -- I'd do theflying. Six months later we were in recaivership. It turned out
my
partners had no money, and | was stuck with the bills. The offer I'd hed would have paid
off my debts and given me $250,000. Asthingsworked out, | findly paid off Reindeer's
debts last May, 1988.°

In 1982, Fred sarted anew company called Antler Aviation. By 1987, Antler and Ram
Air had merged to form Western Arctic Air Ltd. Western Arctic isa 50-50 partnership
with
the Mackenzie Ddta Regiond Corporation, which is made up of the Metisand Dene
bands
in Inuvik, Aklavik, Fort McPherson, and Arctic Red River.

When Mild OKane garted in 1982 as office manager, Antler Aviation used two Cessna
185's and two float planesto service the needs of hunters and trappersinthe area. She
darted Antler Toursin 1985 after vigtors who had noticed their air charter Sgn began




dropping in to ask what they could see on theflights. Miki recdls, "We were lucky and
can't

dam any greet innovative thinking behind developing it - the tourists came to our door
knocked. We sat down and thought, ‘How can we put something together that could be
economica and affordable for these people and that would bring us some summer
busness?’

Mild and Fred decided from the beginning thet al they would do isfly tourigs to the
dedred degtinations. Mild explains, "What we try to do is take people to the communities
and let the communities dedl with sarviang the tourist needs within the community. The
minute the tourists geps off the plane, it's up to the community how well they present
themsdves." Once tour packages for Antler Tours were in place, Fred and Mild needed to
dat filling up thar charters.

Miki recdlstheir aggressve marketing srategy: "1t would probably be considered
ilegd
What we did was literdly comb the campgrounds knocking on doors and talking to
vigtors
and handing out our homemeade information shedtsjudt inviting them down to our float
base" Shewould try to fill acharter with at leest five people from the campgrounds, the
information centre and the hotels. After awhile, the best advertisng was word-of- mouth
people travelling down the Dempger Highway met people traveing up the Dempster
Highway and mentioned Antler Tours favourably.

Operations

Western Arctic Air conducts business year round. They operate afleet of ten arcraft:
sngle engine 177 which can carry three or four passengers, a Cessna 185 on floats, a Bee
18 on floats, three seven passenger Cessna 2075, a Sx-passenger Cessna 310, and three
twin
engined Britten- Norman |danders with nine-passenger capacities.

Miki OKane saysthat the aviaion indudtry is atough business a the best of times. "It's
an expendve enterprise. 'Y ou have expensive equipment that you have at the hands of
may
different people, pilots that you are placing your trust in. Aircraft costs are high ad
maintenance cods are quite high.  Living north of 60, in Inuvik, you have the added
expense
of freight cogts. In order to keep your licence and keep your customers happy you have
provide year round service. In the winter months when you're not flying very much, it
cogts
more to get your engines going and to keep your arcraft heated and keep your
maintenance
fedility heated — you literaly watch your money go upinsmoke. It burnsaway while
you're
kegping warm until Spring comes again



Fred, Miki, and Sheila put in many hours and work seven days aweek in the summer.
Sheila notes thet the company takes priority over everything: ™Y ou need to be strong
enough to do it yoursdf or have enough family that can do it with you." Thisthefirgt
yesr

where pilots are regularly getting time off. When they first darted, Western Arctic Air
did

not turn down any charter. Miki recdls, "Forty below and getting up in the middle of the
night to take somebody to a party somewhere wasn't beyond us.”

Western Arctic Air tried Med-evac in 1988, where they had ateam on 24-hour cal to
ansver any medicd emergency in the outlying communities; the experience proved to be
tﬁgaic. The company dropped that service to streamline operaions and limit flightsto
tt]edz;ytime, athough they may reexamine this Med- evac when considering whether or not
tgxpand ther busnessin the future,

Therdle of government in Western Arctic Air has been podtive. The busness has
received training grants and has gpplied for funding to upgrade their runaway; as well,
government officids use thair scheduled service. Fred hed initid misgivings about

deding

with the government, but he points out, They have certainly hdped usout. They are
there

and they arewilling to hdp if you let them. A lot of people dont like government
interference. In the past the government dictated to us that thisiswhat youll do and this
iIshow your doit. People naturaly had abed reactionto thet. They are Sck and tired of
government telling them what to do. 1'm talking about native people. Sincethe
Territorid

Government has taken over they've got quite adifferent attitude. 1t'staken peoplea
while,

induding mysdf, to redize thet they're not there sticking their nose in your business,
They

aetheretrying to hep you. Nat only jugt inloaning money or grants, they’ll provide
you

with assstance in monitoring your busness”

Fred continues, "'l redly bedieve that they should be doing more. There should be some
sarvice where they are there monitoring your business with a qudified accountant or
business person and do something for the business before you get into trouble. Now it
seemsthey comein there and spend dl kinds of money after the businessisin trouble

trying
to bal it out. Do it earlier and they'd save alot of money and businesses™



Antler Toursis not aseparate company but isaservice Western Arctic Air providesin

the

summer for its cusomers. Tourist busness gartsin late May and goes until September.
In

1989, there were about three to Sx trips per day, which isamos double the two to three

trips per day completed in 1988. The most popular trip offered by Antler Toursisup
the

Arctic Coadt to Tukoyaktuk for $99. Thereisan opportunity to dip your toesin the
Arctic

Ocean and receive a one hour tour of the community from Randell Pokiak, alocd
resdent,

or hisfamily.

Another tour, priced from $399, provides visitors the chance to experience atraditiond
Irtjiltestyleat Tom Arey’ s summer whaing camp located a Shingle Point — where they
mF?)/dssegf belugas or bowhead whaes near the mouth of the Mackenzie Rver. Lake

trout or Arctic Grayling abound at Andrew and Margaret Mclnnes Lodge & Stidgi
L\;a\i/?\‘zrefishermen areinvited to soend aday or more, sarting at $149.

Another possbility isHerschel Idand, located on the Alaskaand Y ukon borders, where

wildlife enthusasts may view over 25 species of nesting birds and 125 species of
wildflowers

inonelocation. A day tour starts a $279 and atwo or three night stay sarts a $699.

Anather trip combines tours of the northern communities of Aklavik and Tuktoyaktuk,

dating a $169. Customized tours and charters are dso available.

SheilaOKane explains, "It's not economica to send atour with under five people. We

can do it but then we have to charge more per person. So in order to stay within our
limit

we need at leet five people and then we can handle anything above that in combination.

For example, today's tours started out with five people wanting to go to Tuk and within
a

couple of hoursit built to 13. So then we split it up with Sx gone dready and seven
more

to go. Maybe there will be afew more and then wel send nine next."

Thisjuggling of passengers can result in some funny Stuations. Shallarecdls "We
hed one
group of nine this summer who came in prepaid down & our office. They dl hed ther
own
trangportation down to the airport. Except the last guy. He waslate and didn't have his
own trangportation so | drove him at bresk- neck speed so as not to hold the others up.’



"l expected to wak in and find the other eight there. But | walked into find four. This
IS strange because that other four had paid. | couldn't find them and decided to wait
Findly | decided that we can't send a nine passenger plane with five passengers. Wed

jus

lose money which is part of our confuson. We're dways playing the numbers game, so
were switching Szes of aircraft a the last minute and they're ddayed. But at leest you

run
finanddly atighter ship and you make a prafit. we down sized.”

"This meant that another pilot had to be assgned and ancther arcraft had to be
prgfc;atrg went findly, five of them in agx-seater plane. While | was driving back to
.hg; my sgter gets a phone cdl from four very upset touristsin Tuk. They'd waked
IT??edrport termind to our counter where our young dispatcher had said, "Your pilot is

refudling, hell be with you in amoment.'/At the same time, the competition, Aklak Air,
W(fSIing ascheduled flight to Tuk. So the pilot announced the flight. These people
Wl?pkﬁd mumbled something about Antler Tours and he acknowledged it. Quite by
_ooi ncidence, four of his people on his manifest didn't Sow. But the head count was
rIggt.without tickets and without checking names, he took them to Tuk.”

“Part of our sdlesjob isthe plane waits for you and someone comes to meet you a the
arport. Well, they get dumped, the plane takes off and nobody meetsthem — they're
beginning to wonder if they’re been had. So they phone for an explanation. Now we

have
asx-segter ontheway. | phoned the competition to seeif they’ d bring them home free,
too. He declined. We ended up sending up the larger plane to bring nine tourists back.”

Financial Information

- Table1 satsout financid information for Western Arctic Air and Antler Tours for the
ﬂ;%r period from 1984 to 1988 inclusve. By 1989, Antler Tours provided about 10% to
1§f/'?otd revenues. The results of the ratio andys's show afluctuation over the period
friorzrg/o in 1985 to 11% in 1987 but then a strong recovery (48%) in 1987. The sdles-to-
a?;eito shows an dmogt seady upward climb from 1984 to 1988. Thetotd sdaries
arn?:lrjenésed over the period from $119,000 in 1984 to five and a hdf times that amount in



1988, reflecting the business increased gaffing needs as its operations grew over this
period.

TABLE 1

FINANCIAL INFORMATION FOR WESTERN ARCTIC AIRLTD.

1984 1985 1986 1987 1988
ROE (%) 9 12 -4 -11 48
(St'lo\rh i)SIASSETS 101 1.3 1.16 1.32 19
TOTAL
SALARIES 119 159 180 407 658
($000)
Comptition

In 1982, there were five other aviation businesses operating in Inuvik. However, the

greet

stress of operating in a boom:bust economy took itsto]], as Mild indicates, The other

companies have sold out or gone by the by. Now it'sthem and us. Aklak Air are our

competition now. They sarve adifferent market o they arein adifferent niche. We're
both

working & alittle different angle. They definitely have bigger equipment, but were two

different types of operations. Wework pretty well together. We dways have redly,

dthough theré s been alot of heavy competition between ws.”

“When it comesto joint aviation concarns we work together. If there is something thet
IS
acommon threeat to us then we lobby together. Our maintenance people and their
maintenance people help each other back and fourth, so it's good, siff competition but
there
isdsoalot of friendlinessaswdl. That'sagood thing.”

Antler Tours does have direct competition. Shella dates, "Mere are other people who
offer tours. Theré saboat tour garting up. Arctic Tour Company has some boating
sarvicesthat they offer. Midnight Express has just garted this summer.”

Sheila continues, "'In some respects, Arctic Tour Co. is our competition. In other
respects,



they fly with us. We discount some of the faresto them. It'sinteresting because both
.tcgmpmieswere pearheaded by two women, Mild with Antler Tours, and Kim Staples
Ir1_he,caseof Arctic Tour Company. I'm Miki'ssster and | work with Antler. Karen,
Kslirsnters, comes up in the summer and works with Kim."

Shellapoints out, "Karen and | are the ones that have the mogt contact on adaily basis.
Weve done things where one of usis short of avan and the other one lendsit. Shé'll be
taking a group to the arport but they're flying with us so shelll take them one way and

Il
drive them the ather. Therés onething that | think about the North - you're too smal to
be serioudy competitive. Y ou've got to share resources alot more. Y ou never know
when
you're actudly going to need the other person. It'simportant to have a good working
relationship.”

"Another example where again it's better to work together is our reationship with

Midnight Express. One of things that Midnight Express doesis boat peopleto Tuk. It's
a

five-hour boat ride. 'Y ou go up and spend any time up there, you are looking at along
haul.

So the owner preferred to boat people the one way and fly them the other. Then if we

work together, everybody gets the benefit abit more. Usudly in some of those socid

stience dasses theyll get you to play the Competition Game. Those who redlly try to

compete dways score less than those who intuitively, without talking about it, decide to
jud

cooperate and not worry about outdoing the other. They aways score more highly asa

team. | think that worksin red life too."

_ "It was about two summers ago thet one of the sonsfrom alocd family went missng
Inaboat, on the Delta. The Mounties looked for a couple of days and then cdled the
S?;Chrhe mother came in and asked Freddie, Tlease, please, just go look for him.
F(rj?g,cﬁd found the son. He knows the land, the conditions, and he knows the people.”

Miki adds, "Hesthe first locd guy to get into thistype of business and to prove
himsdf.
| think that most people know that he's nat just here today and gone tomorrow. He's
here
to stay and he cares about them. He redlly has some ethicd viewpoints about the
business



and sarvicing people here. | think that they appreciate that. A lot of people ded with
him
individualy, so | think thet heisabig part of our success”

Wegtern Arctic Air's operating policies indicate that persond sarviceisan integrd part

of

thebusness Miki O'Kane notes, “A big part of busnessisour cusomers. They seem
to

like the style we have. We re not dways punctud. We re not airlines. Peoplerall up
from

the Bay or the bar and we re here usudly and if they phone we Il wait the five or ten

minutes. We re not dwaysontime. But most of the time people understand it because

welve waited for them a some point. Just alot of customer support has made us
uccesstul.

That's something | hope we never forget.”

Miki continues, "The reason were here year round & an expensvetime, we earn
money
for seven or eight months, and probably lose money for three or four months of the year,
is because Freddie feds he has to provide a year-round service. The peopleinthe area
are
the oneswho redly count. They are the ones who are here 12 months of the year. They
are the oneswho supported us when we got sarted. They are the oneswho have seen us
through in tough times aswdl| asthe better ones. So we can't ever forget that. Thet
means
weve got to hang in here when it might be more lucrative to close the door and go bask
on
abeach somewhere for the winter months and come back in the spring when it'swarm
agan. That'snot our syleat dl."

Antler Tours provides an excdlent supplement to the summer's revenues for Western
Arctic Air. From Antler's perspective, Miki says, "Being connected to the airline doesn't
hurt. Being part of the airline, we are not dependent on living soldy off commissons,

and

| can flog the empty seats on Arctic Air. If therés aflight going with empty seetsand
there

IS somebody who wants to go on atour but can't because of time redtrictions, sometimes
I

can just send them on around trip so a least they fly over the land even though they
don't

get to go on the tour.”

Shella continues, "It's been nice serving end-of-the-road customers so we don't have to
ded with tour company upon tour company further south and add commissonsto every
one
It's a better ded for the consumer. It's been an uncomfortable adjusment, in away, with



the other tour company arting off asaregular tour company. There' sthe need tofind a
balance between working with them and their need to have commission and continuing
in

our own way, which is providing direct end- of-the-road service so that we don't have to

add
commisson.”

"Some of the other tour companies are beginning to cometo us. A couple of our tours

are priced o that we can aford asmall commission, but our most popular is a barebones
specid. And that iswhat the cusomers want.”

Problem Areas

1. Fnandd Backing

The partnership with the Mackenzie Delta Regiond Corporation has been bendficia
in
Many ways but beyond the initia financid contribution and some contribution Snce
then,
There would be no cash avaldble to invest in the company, without aland daims
Setlement.
Miki recdls, “When we started in 1982 and interest rates were up a 22% or 23%, there
Were five operators a thetime. Therewasalot of Hiff, heavy competition. We were
the
Poor kid on the block, we had the least operating capitd. Our partners didn’'t have their
land daims settlement so we just didn't have the money toinvest. But | must say, they
have
aways been very, very supportive of us, as much asthey can be. If we go to them and

Say
we need alittle bit of clout here, we need you to help us sort this out there, they've been
very good. They direct busness our way whenever they can.”

Miki continues, "Our partners made hdf of theinitid capita investment and there has

been some since, but certainly not to the extent of our competition. So that's definitey
b:endraNback with us because weve had to compete with alot of big bucks. Thet has
rgajﬁfermce because we jugt can't go out and buy two or three Twin Otters and have
trgtrilng out there.

2. Seffing

Staffing has dways been aproblem. Miki says, 'We bring up our pilots from the south
and



most of the time they are here for ashort time only. We are astepping soneto the
arlire

industry.” Fred explains, "It has come to the point where now it's very expensve. Even

though they are aqudified pilot, we have to go through atraining program in our own

company to get them online. It'sredly cogtly. Weve found that as soon asthey get

experience then they are gone."

Fred continues, "Now we contract with them and if we do put them through the training
program, epecidly if they go into twin engine, then they have to give us a commitment
thet
they will day for ayear. If they leave before then we prorate the cogt of their training.
Hopefully, ff they have to sgn on the dotted line and it's going to cogt them out of their
pocket it will be harder to leave."

In addition, NW gates, "Fred's trying to work with the loca Community Futures
program

trying to get some aviation programs in the North to encourage loca people to get
involved.

WEell dways have people coming and going until thet happens.”

Miki points out another problem they face with gaffing. Thisisvery mucha
government
town and alot of the'good jobs are the government jobs because the pay ishigh.”

Miki continues, "It makesit redly hard for privete enterprise to hire. Some of our

workers

want the experience and then when the firs government job comes dong, they go, and |

don't blame them for doing it. The benfits are better —they get northern alowances.

They get hourly wages that are higher than anywhere dsein Canada, I'm sure, for the
kind

Of work done. But it cartainly makesit alot more difficult for the smal businessperson

trying to employ and keep aff.”

Fred adds, “I’m looking for people who are interested in maintenance, flying, or the
office.
| want them to want to have ared genuine interest right from the heart. 1 tell them,
espedidly
trainees coming in, | don’t want to hire you or bring you in here just because you
| want you, or your Mom and Dad want you or your friends want you to be apilat,
or to be an engineer. It'sgot to beyou. Youvegot to fed it fromingde”

3. Guides

Antler Tours has had problems connecting with outfitters and guides in surrounding
communities. Through Fred's contacts they were able to identify their initia tour
guides, but



it has been difficult to expand. Shellagdates "A subsstencelifestyleis il important.
Stohgreaesee&)nswhen people arent as available. Starting in aday or two, Randy
cha)rl?cmsfamily will be off to their cabin to do berry picking and probably some fishing

Someone has to subgtitute for them. They've arranged it for the one-hour tour. But the
d?gur, which is our specidty, they don't liketo farm out. So that's cancdled while they
aroi leave."

"Another one of our outfittersis now at asecond camp. The season has changed. It'sin
adifferent land dam settlement area 0 he has to go through the whole process again.
Until then he isn't in a pogition to take people dthough people want to go and he wants

fo
have them.”

Social Responsbility

Fred Carmichad's god isto encourage loca peopleto train asflight pilots or

maintenance

engineers. He says, "Locd people make the best engineers and they make the best
pilots

asfar as| am concerned. They are working in ther own environment. They understand

it and they know it." Mild adds, "Fred has ared strong feding that held like to see more

Native, locd people involved as pilots or engineers because it was somebody here that
gave

him abreek and got him going. If we want to be more efficient, it's eesier to hire
someone

from the south because they've had the exposure and the training.  Although it costs
more

to hire Native employees, itsworth it."

"Right now in our maintenance fadlity we have Sx full-time g&ff and four of the Sx are

locdl, Native guys. It'sdifferent with pilots because it's so hard to get through the
traning.

But in our office again we have locd people hired. Our ramp foreman isNaive. The
kids

we hired this summer, 50% of them are Native."

One of the maintenance people, an Inuviduk, isagood friend of Fred's. Fred notes
“Richard has been with me for over twenty years. | would say he' s one of the top
maintenance people we have. Those arethe kind of people I'm looking for that have a

commitment to themsdlves to the job and to the company.”



Fred tries to accommodate his employees regarding vacation time, whether or not it is

relaed to thelr traditiond lifestyle. He says “If you want time off, it doesn’ t meatter
who you

are -- if the guys from the south want to go home for a couple weeks - they take their

annud holiday. If & dl possble we accommodate them regarding timing.”

There arelocal people here and we try whenever possible to give them time off when

they want it. I1t's difficult because we gart getting things reedy for the summer about
May

and alot of them like to be out on the land, hunting and trgpping. It'sjust to be out there

inthe sring. 1t's tough when they want to go then. It's busy but weve been dlowing it.

Espedidly with Richard, we let him go every soring. We schedule him for that. Wetry
to

accommodate everyone as much as possble. That'swhat makes acompany, it'sthe

people
around you. Happy workers."

Environmental Friendliness

Fred isdill doseto theland and respectsit. He dates, "We don't alow people to abuse
the environment. It's never been a problem and certainly if it was then wed ded withit.
For example, you come here in the winter and our sewage lagoon overflowsinto the
river

and into the ponds right by our hanger and the Idds go and skete there and play in the
water

inthe spring. I've persondly taken environment people down there and shown them,
but

nothing ever hgppens. If thet was private industry you can bet something would be
done.

That's palitics for you."

Sustainability of Small Businesses

The ol business and the megar- projects associated with it have not played adrect or
rrElce)rin Western Arctic Air's successto date. Fred fedsthey have survived for that
r?\?ooﬂ.cm‘t build a business on bust-and-boom. The busnessisthere, and it'sagreat
hsv%en it doescome. But you don't want to depend onit.”

Fred admits that the company did pursue some ail industry work when they firg darted
in 1982, but was unable to secureit. Herecals, "Being a northern native person, people



from the south, especiadly oil companies, have alot of skepticism somehow. "Wonder
what

kind of an operation this guy is running? -- athough you're ingpected by the
government

and you meet the same Standards as any other operator throughout Canada. Buit | find
thet

redly the oil companies are hypocriticd. It'sdl palitics. | tried my best to work with
them

and get their business and give them sarvice. But | got to the point | arted to say, ‘To
hll

with them. | don’'t need them. | was here before they ever showed up and I'll be herea

long time after.’ | survived. That'stheway it Sandstoday. They comein and want to
use

the shippers. Fine. But | won't go begging to them because they' re here today, gone

tomorrow. They'veruined alot of people and they’ ve ruined alot of business because
of

the boom-bugt Stuation.”

“At firg | found thet redlly tough to teke. Jugt alittle example. We wanted to get the ail
paich business pretty badly. It wasfarly lucrative a the time when we were first darting
out. My airplanes had to have a certain type of equipment so | looked and there was an
arcraft in Norman Well, atwin engine, that met dl the requirements of oil companiesin
the Wdls Thisplanewas up for lease, 30 | decided to leaseit. The oil company camein
and did ther ingpection. Then they sent us aletter saying their policy isnot to use light
twin
piston engine airplanes snce capahility of the arcraft was insufficent. Minimum
dtitude
between here and Tuk is about 2,300 feet. The oil company had gpproved that same
arplaneto do crew changes between Norman Wells and Whitehorse. The mountains are
10,000 feet. So the same aircraft was suitable for those crew changes but they had told us
thet the cgpability of that same arplane waan't suiteble for the Inuvik-Tuk run. They did
not want touseus. So alot of it is politics and corruption fostered by the oil indusiry.”

Future Development

Although thereis good potentia for growth, Fred has decided he would like to get out
of
the busness. One option isto train someone to take over or, secondly, to sdll the
busness
He says, "l think that I'll step asde. 1'm putting young peoplein here, Native people, to
take my place eventudly. They're quite cgpable. The Metis are looking & taking over
nmy
shares, and whether they do or whether | gay, | think it'stime for me to St on aboard
with
some other people and |et the younger generation take over. They have the drive and the



desre to make things go and I'm getting allittle tired."

In the meantime, Fred and Mild want to maintain a vigble busness and expand in a
thoughtful and organized way. Mild says, "Right now were having problems harnessing
and
directing our growth. We have to direct our energiesin the right way and decide where
fo
channd our energy. When we started we didn't turn away any trip ever. It's not that we
want to now, it'sjust that if we don't channd our energy we won't be doing any good
sarvice
to anyone."

Fred continues) "If we don't sall immediady, I'd look a mgor expanson. It'samog a
aure thing that the pipeines are going to go ahead and it's just amaiter of time thet our
people -- Dene Metis people -- will get thair land daims. Well have agood solid
finenciad
backing and will continue to operate as aviable busness. What hgppens now iswere
hampered by borrowing power. If an opportunity comes up, supposing the pipdine sarts
tomorrow, we're limited in the amount of money we can borrow to get contracts and to
get
other equipment to service the new customers.”

“When our partners get their land daim, they hopefully will make a commitment to
ﬁn.gsfor this company to upgrade. They want to seethisairline go because it stheir
?ﬂg/ewan to see new equipment out there that’ sright up-to-date with al company
(EzioLlltO;JhreSywaﬂttoseeusmwemonw aswell, and they will. Once that happens, then
tnr(]).ite?oE)ping thiscompany. Also, werelooking a some point of going regiond right
tdhcg\\,/ndley."

If Fred sdlls the business, then he'll likely go beck to asméll summer float operation
V\;Tilgshtouriststo Herschd I1dand for wildlifetours. Ashelooks back on his experiencein
tht?usine&, Fred says, There have been alot of good times and bad times. | often think
hﬁ;\i,ng'schanged and how | dont find much funin it anymore. My good memories are

jumping in my 185 and flying trappers out to their cabins and being able to St and have
te:d agood med with them. | got satisfaction from taking them home and knowing they



were hgppy when they thanked me. It'satotaly different busnessnow. The nature
trips
would put me back with people enjoying the land.”

Opportunitiesin the Aviation I ndustry

Being in the aviation business can bring satisfaction, but Fred has some advice for

anyone

thinkng of garting their own business The day of getting yoursdf alittle four-seater

arplane and working out of the house and working out of asnowbank isgone. It's
getting

to be alot more sophidticated. Governmnet and industry won't go anywhere without
twin

enginearplanesand two pilots So youveto go into it in afairly big way, whichis

expengve” With the high cogt of entering the aviation industry, Fred points out thet
more

companies are digning themsdves with Native organizations that will bein recapt of
land

damsmoney.

Ancther issue to congder is determining what market to serve. Miki says, "Inthe
North,
it's smarter to find asmdler niche and not try to get too big. A smdler nicheis
important
where customer serviceisyour biggest priority and you are prepared to put enough
Sweat
equity into it so thet it works. Y ou can do that best ff you stay smdl and efficient.”

A smdl loca sarvice could provide aviable source of income, but not in the area

surrounding Inuvik. Fred says, "'l don't think that there is much of an opportunity
around

here. They tried over in Old Crow with the band and thet failed becauseit'savery smdl
community. It probably could have succeeded ff they were hgppy to say very smal. It
served their own needs. But how do you get apilot that is happy to Say there on ayear-
round bags, unless you train one from the community? 'Y ou aso need maintenance
people.”

Findly, Fred adds, “Be prepared to work damn hard. It ishard work, and you have to
have good management and have good people looking after your money. You certainly
have to do good market research before you start to make sure thet there is aneed for

your
busness”

TOPICS FOR DISCUSSION




1. Distuss Fred Carmichad's reputation in the community as afactor thet has
contributed to the company's success.

2. Discussthe rdationship between the Dene-Metis and the Inuviduit as afactor in
the
business success.

3. Discussthe reasonsfor the oil companies skepticiam in deding with Western

Arctic
Air. How doesasmdl company begt that kind of attitude?

4. Distusstherole of the Teritorid government in the business.

5. Wha are Fred's philosophies of "fitting in" with the communitiesin the
surrounding
aress as his own persond commitment to his people?

6. Although Western Arctic Air is cash poor, would it be agood business decison to
borrow funds and invest in expanding their operations to become more competitive
What are the dternatives?

Miki notes, "We have to be very careful and grow gradudly and dowly. That'shed its

drawbacks, but maybe things have been okay in the long run because we have been very

caeful. We dont move unless were sure wd| be able to handleit pretty well. Whether

it's buying another arplane or taking on another contract, were very careful that we
don't

overextend. There's been aslver lining theretoo.”

7. Discuss Fred's socid reponghbility and identify contributions his business has
made
to the communities in surrounding aress.

8. Fred hasahard time keeping committed employees. What actions might Fred take
to improve employee dedication to the busness?

In order to foster loyaty and attract people to the company who will stay, Miki and
Flrggk for an awareness of what it is liketo work for asmall company and for persond

co’mmitment. Mild explains, "It takes somebody thet is abit avare of the hard work
ﬂ18}as51§ciatedwith agmdl busness. | think it'simportant to stay smal enough thet the
p%flteha they are contributing something. It'simportant for our employeesto have
Lme



sort of input into the jobs so that they fed like they are an important part of thislittle
busness

We have gaff medting thet kind of go in fitsand garts, athough we haven't had one
now

for severd months. Modtly, | think, if theré' s any extratime, everybody just wantsto
deep.”

In order to combat the turnover in pilots, Western Arctic Air has followed the lead of
other companiesin the indudry, and now entersinto an employment contract with each

pilct.

9. Discuss Fred' senvironmenta responshility, especidly as part of his Native
heritage

10. Should Fred expand or sl the business?

11. How would aentrepreneur consdering entering the aviaion industry today? How
would he or she determine which market to serve in the North?



