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Dear Members,
Since our annual meeting in May, the Secretariat has
been continuing its transition into a team better
equipped to support the growing needs of the
membership and the demands of our external
audiences. I wanted to take the opportunity, in this first
newsletter of the season, to bring you up to date on
the progress we have made so far in working toward
this reorganization. We still have much to do.
Where once you would have received an email from me
regarding this important topic, you should now expect
these updates – and others such as the annual meeting
registration – to be included within this newsletter.
We have done this to reduce the volume of individual
emails coming from the secretariat and instead make an
already valuable tool essential reading.
At a meeting of the entire Secretariat on September 19-21, ahead of the Polar Field Staff
Conference in Sturbridge, Massachusetts, we wrapped things up with agreement on a new
organizational chart for Phase One of the reorganization. This chart, along with an
accompanying salary pay-scale, was also approved by the Executive Committee. This Phase
One Organization Plan can be found later in the newsletter.
I would like to extend my thanks to you for your
support for this process, and for your input at the
annual meeting, especially to those of you who serve
on the Strategic Advisory Group, and whose feedback
has been integral.

‘...the Secretariat has been
continuing its transition into
a team better equipped
to support the growing
needs of the membership
and the demands of our
external audiences.’

One thing is certain, a unique organization such as ours
requires a strong, innovative and, for want of a better
phrase, future-proof foundation. We are fortunate to
have a talented and dedicated secretariat, passionate
about Antarctica and furthering IAATO’s reputation as an industry leader. In order to help them
reach their full potential – and by extension, the full potential of our organization – it is
imperative we invest in the team and expand our pool of talent.
Terry
Dr Terry Shaller
Acting Executive Director
International Association of Antarctica Tour Operators
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Perhaps the most obvious change from the current
organization is the designation of a clear second in command
to the Executive Director role; a position the current Head
of Operations, Lisa Kelley has been asked to assume.
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In addition to overseeing IAATO’s operations, as Deputy Executive Director, Lisa will have
responsibility for our relations with external stakeholders at ATCM, COMNAP and so on.
This will provide continuity of leadership in the crucial work of maintaining collegial and
productive dialogue with the Antarctic regulatory community.
Lisa will also spearhead the search for an Operations Manager. Lisa anticipates that it will be
early April 2020 before that job is likely to be filled, since many of the obvious candidates will
be working in the field during this season.
In a departure from our original planning, we have moved the Science and Data Analysis
position under the oversight of a new role: Director of Environment and Science Coordination,
which we have asked Amanda Lynnes (current Head of Communications and Environment) to
take on. This role, supported by the Science and Data Analysis position, will raise IAATO’s
profile as a responsible stakeholder in meeting environmental obligations. It will also enhance
our ability to assess and engage in research that aligns with IAATO’s mission and promotes
evidence-based approaches to managing human activity. For the Science and Data Analysis
Position, we realised we could preserve flexibility and potentially recruit higher calibre talent on
an independent contractor basis. We are continuing internal discussions on how best to frame
the scope of what we want and how best to recruit for it.
On the communications and engagement front, we have decided to invest in developing
Hayley Collings, whose background in this area is extensive and whose performance to date
has been stellar. She will become Communications and Engagement Manager.
Amanda, Hayley and Director of Governance and Finance, Janeen Haase, have this month
been interviewing for a Digital Communications Assistant, a role I am delighted to say has now
been filled subject to references.
I am very much looking forward to introducing you to our newest member of the team, who we
anticipate will take up the role at the end of November.
We have filled the Event Planner position by contracting with Jimmy Mouton as a consultant to
handle the logistics of all of our meetings throughout the year.
This is only Phase One of the Reorganization. Our goal in this first iteration of a new structure
was to focus on immediate and short-term needs with an eye to preparing for the future. We
believe we have accomplished that.

What’s in a name?
No restructuring of an organization is complete without new job descriptions. Each member of
the Secretariat has submitted a draft job description in accordance with templates provided by
our HR consulting firm, based on early work we did together on identifying tasks and sorting
them into coherent and manageable groups.
These job descriptions will be supplemented by a matrix of projects with project managers
assigned to each. The projects will be managed by the person within whose job description the
project falls, but the project manager – the person who actually does the work – may be from
another ‘department’ altogether.
A quick example to illustrate: As mentioned above, Jimmy has been hired as our Event Planner.
Event Planning falls within Janeen’s role responsibility as Director of Governance and Finance.
Janeen will retain general oversight of Jimmy’s work – monitoring deadlines, approving
budgets, etc, but she will not actually manage Jimmy’s work on all meetings. Cody, for
example, will be the project manager for IAATO Annual Meetings and will be responsible for
setting Jimmy’s tasks and advising him on IAATO’s needs and preferences. Lisa and I will be
joint project managers on the next Managing for Growth Workshop. Janeen will be project
manager on EC meetings and on the annual Membership Committee Meeting.
There are multiple projects in each ‘department’ that will be managed sometimes by staff in
that department and sometimes by staff who report elsewhere. The matrix referenced within
this document will make clear who is managing what and will be a living document as projects
are launched and come to a conclusion. The primary purpose of this system is to remain
flexible in responding to uneven workloads and to seasonal variation.

IAATO Secretariat 2020/21 and beyond...
As we move forward, we will reach out to the Strategic Advisory Group for input on where to
focus attention as we continue to grow and to refine responsibilities and reporting structures.
Our first task in moving forward will be to define precisely what we want for a new Executive
Director and to recruit for that position. This is a large part of the agenda for our Executive
Committee meeting later this month.
When the general scheme of reorganizing and staffing up the Secretariat was approved
by Operators at the Annual Meeting in Cape Town, they also approved a personnel budget
for the current fiscal year. Our current budget estimates (based on renumeration and on
assumptions about starting dates for job positions yet to be filled) is squarely within
that budget.

What next?
We will share the Secretariat’s draft job description with the Executive Committee at the EC
meeting on October 23-25 in Buenos Aires. Once these have been approved, we will begin
formal implementation of Phase One.
If you have any questions about the process, please contact Terry Shaller.
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IAATO is a member organization founded in 1991 to advocate and promote the practice of
safe and environmentally responsible private-sector travel to the Antarctic.

